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ABSTRACT
This study shows the fundamental changes in the philosophy of 
pe rsonnel adm in is tra tion  that have o ccu rred  b ica u se  of the scientific 
m anagem ent and industr ia l psychology m ovem ents. This work e x ­
plains the underlying philosophy of scientific m anagem ent and its 
effect on m anipulating human behavior in industry . It a lso indicates 
the im portance of the field of m otivation and incentives in la b o r - 
m anagem ent re la tio n s .
An extensive l ib ra ry  survey of m anagem ent l i te ra tu re  con s ti­
tu tes the basis  of this study. An evaluation is m ade of the con tribu ­
tions of industr ia l  eng ineers  and industr ia l psychologists and 
sociologists to the field of personnel adm in is tra tion . The transition  
from  the scientific m anagem ent movement to the industr ia l  psychology 
movement has caused fundamental changes in the philosophy of personnel 
adm in is tra tion . These changes have significantly modified m anagem ent's  
a ttitudes concerning selection , and fatigue of w o rk e rs . However, 
m anagem ent throughts on financial and non-financial incentives have 
not been significantly modified.
An analysis  is made of a la rge  num ber of opinion surveys of 
w o rk e rs ,  m an ag e rs ,  and union lead e rs  in an effort to de term ine  the 
m otivational fac to rs  needed m ost by w orkers  from  the point of view 
of w orkers  them se lves, m an ag ers ,  and union le a d e rs .  A com parison
x i i i
of the opinions of these  th ree  groups is made to de term ine  the causes 
of industr ia l d isputes and to de term ine  a re a s  of m isunderstanding 
between these groups.
I t  is found that the re  is a d ifference between what w orkers  
want m ost, and what m anagem ent and union lea d e rs  think w orkers  
want m ost from  their  jobs.
At the top  of the l is t  of workers* wants a re  higher wages and 
g rea te r  employment secu rity . They want them equally. Following 
these two m otivational fac to rs  a re :  recognition , in te re s t ,  supervision , 
advancem ent, working companions, working conditions, working h ou rs , 
and benefits .
On the other hand, m anagers  still  believe that w orkers  want 
wages m ore  than any o ther m otivational factor including employment 
security  which they ranked th ird  in im portance. In this re sp ec t 
managem ent thinking has not changed from that of the c la s s ic a l  school 
of m anagem ent developed by Taylor and his colleagues. Also union 
lea d e rs  did not understand  the im portance of employment secu rity  to 
w orkers when they ranked it second to wages.
T here fo re , the re  is a lack  of co rre la tio n  between the opinions of 
w o rk e rs ,  m anagem ent, and union lea d e rs  concerning the re la tive  im ­
portance  of financial and non-financial incentives to w o rk e rs .  However, 
managem ent seem s to have be tter sense  of w orkers  opinions concerning 
other m otivational fac to rs  than union le a d e rs .
x iv
In  general, it is m isleading to l is t  incentives in the o rd e r  of 
their im portance. The p a rt icu la r  incentives motivating an individual 
within a group of individuals a re  so different that only sweeping 
generalizations can be made. At the p resen t time financial and non- 
financial incentives a re  of equal importance in motivating employees 
in the long run. However, in the short run the relative importance 
of the different motivational factors differs from  one time to another 
and depends upon the immediate needs of the individual, as well as 
the general economic conditions of the industry and the country.
Neither financial nor non-financial incentives a re  sufficient 
within them selves to achieve optimum resu lts  in obtaining high m orale  
and harmonious labor re la tions. The problem  is not one of supplying 
economic or non-economic incentives; ra th e r  it is one of determining 
specifically how to fit both types of incentives effectively into an o v e r­
a ll personnel p rogram  in o rd e r  to produce the g rea tes t degree of 
sustained effort on the p a rt  of employees.
x v
INTRODUCTION
O ver-a ll  the effectiveness of any organization is determ ined very 
large ly  by the contributions of its  individual m em b ers . Since this is 
t ru e , one of the p r im a ry  objectives of any organization should be to 
increase  the effectiveness of each individual in the organization; and if 
management m eans getting optimum re su lts  through people, then p e r ­
sonnel adm in istra tion  is  a basic function of m anagem ent. The conclu­
sion that can be drawn from  these deductions is that managem ent and
personnel adm in istration  a re  one and the same and that they should not 
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be separated .
P ersonne l adm inistra tion  is a re la tively  new specialized field of
m anagem ent. Because it is new, there  a re  wide a re a s  of d isagreem ent
as to its p roper role in the organization. Actually there  is no common
understanding as to the responsib ilities  of the personnel adm in is tra to r .
M oreover, there  is no generally  accepted system  of techniques and
methods for the a d m in is t r a to r s  carry ing  out h is  duties. In this respec t
personnel adm in istra tion  is still lagging far behind other specialized
2managem ent functions.
*P. P igo rs  and C. A. M yers, Personnel A dm in is tra tion- -a  Point 
of View and a Method (3rd, ed. ; New York: McGraw-Hill Co. , 1956), 
p. 27.
2
J .  C. Worthy, ’“Changing Concepts of the P ersonnel Functions, M 
P ersonne l. XXV (1948), 166.
1
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The personnel adm in is tra tion  function is not r e s t r ic te d  to o p e ra ­
tions in fac to r ie s  among wage e a rn e r s  only. It is  also im portan t in 
offices and in the ranks  of m anagem ent i tse lf ,  (where top m an ag ers  
have the problem  of winning the cooperation of their  su b o rd in a tes .)
It is  not only needed by p riva te  b u s in e sse s ,  but a lso  by non-profit 
institu tions and governm ent.
Effective personnel adm in is tra tion  is an im portan t m eans of r e ­
ducing the cos ts  of a b sen te e ism , acc iden ts , tu rn o v er ,  and of operations 
in genera l.  It can a lso  m ake continuing contributions to smooth labor 
re la tio n s ,  in som e case s  even elim inating s t r ik e s  within a given f irm . 
This explains why the field of pe rsonnel adm in is tra tion  is  of such g rea t 
im portance  at the p re se n t  tim e.
P erso n n e l adm in is tra tion  has two m ajo r goals. The f i r s t  goal is  
to secu re  the effective cooperation of w orkers  with each other and with 
m anagem ent in opera ting  a p rofitab le  and p ro g re ss iv e  business that will 
susta in  good wages, safe working conditions, and friendly  re la tions  
within the organization . The second goal is  to see that the growth of 
the pe rso n a li ty  of every  individual on the payro ll is taken into account 
and aided.
In perfo rm ing  the function of pe rsonnel adm in is tra tion  much e m ­
phasis  is p laced  upon such ac tiv itie s  as  em ploym ent, tra in ing , p ro m o ­
tion, t ra n s fe r  and d isch arg e . E m phasis  is  a lso  given to health and 
safety , wage bonuses and pension ad m in is tra tion , re c re a t io n a l  a c tiv it ie s ,
e m p lo y e e  w e lfa r e  and  s e r v ic e s *  and o th e r  m o r a le -b u i ld in g  t e c h n iq u e s .
The personnel departm ent is not an end within itself* but is 
m ere ly  the medium through which the general m anagem ent functions 
in the adm inistration  of human re la tions . P ersonne l departm ents vary 
greatly  in authority* responsib ility  and efficiency from one o rgan iza ­
tion to another. These departm ents range from  those which do nothing 
m ore than supply the requ ired  labor force to those which have well- 
rounded p rog ram s and well developed personnel po lic ies . At the p resen t 
tim e the personnel departm ent is m ore  im portant than ever before in 
industria l organizations.
One of the im portant functions of personnel departm ents is to 
develop and m aintain lines of communication throughout the o rgan iza ­
tion. Therefore* it is  the duty of this departm ent to undertake the 
n ecessa ry  coordination during the collective bargaining p ro cess  if the 
company as a whole is to p resen t a unified front at the bargaining table. ^
F inally , without the cooperation of the men who occupy superv isory  
positions in the organization* the successful operation of the personnel 
departm ent would be im possib le. It is  for this reason  that every 
personnel d irec to r  finds it im perative to c rea te  harm onious re la tio n ­
ships with the superin tendents, departm ent heads* and forem en.
^P. P igo rs  an<J C. A. M yers, Readings in Personne l A dm in is tra ­
tion (New York: McGraw-Hill Co. , 1952), p. 59.
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PURPOSE OF THE STUDY
P ersonne l adm in istration  has been ch arac te r ized  by two im ­
portant philosophies. The f i r s t  philosophy began during the la t te r  half 
of the nineteenth century with the work of F re d e r ic k  W. Taylor and his 
colleagues. It has had considerable  influence upon the polic ies and 
p rac tices  of personnel adm inistration  since its  beginning. In this study 
the te rm  "scientific  m anagem ent" will be used to re fe r  to this whole 
m ovem ent. The second philosophy was form ally  introduced near the 
end of the 1920 decade with the Hawthorne experim ents . At this time* 
the re s e a rc h e r s  began to think seriously  about developing some technical 
methods to solve some of the prob lem s that a ro se  in labor-m anagem ent 
re la tions as a re su l t  of applying scientific m anagem ent in industry .
It is  the purpose of this study to revea l the underlying philosophy 
of scientific managem ent and its  effect on manipulating human behavior 
in industry . This study is also dedicated to an exploration of the im ­
portance of the field of motivation and incentives in labor-m anagem ent 
re la tions . An attem pt is made to find out the motivational fac tors  needed 
m ost by w orkers . Another purpose is to show the m otivational fac tors 
that union lead ers  and managem ent people think w orkers  need m ost. A 
com parison of the opinions of w orkers , union le a d e rs ,  and m anagers  is 
made to de term ine  whether there  is agreem ent among these groups as 
to the re la tive  im portance of motivational fac to rs .  If not, which of the 
two groups, union leaders  or m anagers is m ore  cognizant of the needs
5
of w o rk e rs  in th is r e s p e c t .  F ina lly , an a ttem pt is  m ade to d e te rm in e  
the approaches union le a d e rs  and m anagem ent people should take to 
im prove lab o r-m an ag em en t re la tio n s .
METHOD OF APPROACH
This study is founded on an extensive l ib ra ry  survey  of m anage­
m ent l i t e r a tu r e .  An evaluation is  a lso  m ade of the contributions of 
in d u s tr ia l  eng ineers  and in d u s tr ia l  psychologists  and socio log ists  to the 
field of pe rsonnel ad m in is tra tio n . F ina lly , an o v e r-a l l  averaging  of a 
se lec ted  num ber of w o rk e r - ,  union l e a d e r - ,  and m anagem ent-op in ion  
surveys is m ade to de te rm ine  the cau ses  of industr ia l  d isputes and the 
a re a s  of m isunderstand ing  between these  g roups.
DEFINITIONS
P erso n n e l ad m in is tra tion  designates the philosophy, the m o tiv es , 
and the m ethods of organizing and trea ting  people as  individuals and in 
g roups, a t a ll  lev e ls ,  and at the p laces  where they work. Its function 
is  to enable and encourage w o rk ers  to accom plish  the best that is in them 
and to provide them  with the m axim um  degree  of p e rso n a l sa tis fac tion .
It is the development of po lic ies  and p ra c t ic e s  which will provide for an 
adequate and effective executive, su p e rv iso ry , and ran k -an d -f ile  work 
fo rce . F ina lly , it  is  the u tiliza tion  of the in te re s ts  and ab ili tie s  of a ll 
em ployees in such a m anner as  to achieve the ob jec tives of the o rg an iza ­
tion m o st  fully.
6
"Labor,*1 " w o rk e rs ,"  "working c la ss"  re fe r  to the group of wage 
and sa la ry  e a rn e rs  who work under supervision and who them selves 
have no superv iso ry  resp o n s ib ili t ie s . This definition lim its  th is study 
to manual w orkers and the lower rank of w hite-collar employees and 
excludes the higher levels of management and sa la r ied  p rofessional 
em ployees. This p rocedure  r e s t s  on a judgment that the s im ila r i t ie s  
between manual and w hite-collar w orkers a re  more im portant than the 
differences between them. Both of them have no superv isory  r e ­
sponsib ilities . They usually do not own the ir  own tools or control the 
p ro cess  of production. They occupy a s im ila r  sta tus in the productive 
system  and depend on their wages to m ake their living. Both have r e l a ­
tively low incom es, and suffer m arked  insecu rity  in the tenure of their
jobs. Again, both groups usually  rem ain  in a paid employment status
4
throughout their working lives.
L. G. Reynolds, Labor Economics and Labor Relations (2nd, ed; 
New York: P ren tice  H all, Inc. , 1954), p. 3.
C H A P T E R  I
A BRIEF HISTORICAL DESCRIPTION OF THE 
STATUS OF LABOR
H istory  shows that the s ta tus of the working c la ss  has undergone 
a g rea t change; and it continues to change today. As the sta tus of this 
c lass  changed from  that of slave to se r f  to free  w orker, personnel 
p rob lem s also changed.
The rela tionship  between em ployers and employees has passed  
through severa l s tages. This chapter d iscusses  some of the m ost im ­
portan t changes that have o ccu rred .
STATUS OF LABOR UNTIL THE INDUSTRIAL REVOLUTION
In the early  p a rt  of the period  preceding the Industria l Revolution 
the m ost common type of em ployer-em ployee relationship  was that in 
which em ployers were m a s te rs  and employees were essen tia lly  s laves . 
This stage rep re sen ted  the f i r s t  stage of em ployer-em ployee re la tio n ­
ships. The se rv ices  perfo rm ed  by slaves ranged from varied  manual 
tasks to specialized responsib ilities  in ag ricu ltu re  and m il i ta ry  se rv ice s .  
Under this system  slaves who were completely at the m ercy  of their 
owners could be sold individually or in groups, and could be m is trea ted  
or possibly  even put to death.
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Since the slave had only obligations with no corresponding r igh ts , 
and because he could not bargain with his m as te r  or appeal to a govern­
m ent agency for a ss is ta n ce ,  it appeared that m anagem ent's  p rob lem s in 
dealing with labor were re la tive ly  sim ple. Wages, working conditions, 
and the amount of work requ ired  of the slave were de te rm ined , by the 
operation of the law of supply and demand.
This slavery  system  died out because it was inefficient. Lacking 
in itiative, the slave had no in te res t  in his work, and there  was no op­
portunity for advancement. M oreover, his incentive was en tire ly  nega­
tive. He m ere ly  worked to avoid a beating, and he requ ired  close 
supervision.
The second stage was the system  of serfdom . The institution of 
serfdom reached the peak of its  development in Europe during the middle 
ages. Unlike the slave, the se r f  was not the p roperty  of his lo rd , but 
was tied to the land, and could not be sold except as an adjunct to the 
land. Serfs were obliged to serve  the m anoria l lo rd  in re tu rn  for p ro ­
tection against outside enem ies, and allowance of food, and the provision, 
of crude shelter for them selves and their fam ilies . Serfs enjoyed a 
somewhat m ore  favorable status than slaves . Their position in the 
m anoria l system  entitled them to certa in  fa irly  well estab lished  r igh ts . 
To the extent that the se r f  utilized his own time efficiently, h is income 
increased  and thus he had an incentive to work without supervision. In 
general, they were neither independent lab o re rs  nor s laves .
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Because serfdom  could exist only in an ag ricu ltu ra l  society , and 
since industry  and com m erce  became m o re  im portant fac to rs  in the 
life of the community, serfdom  declined until it p rac tica lly  d isappeared . 
It was during this period that specialization developed a sm all c la ss  of 
a r t is a n s .  The sta tus of a r t isa n s  differed from  that of m odern  em ­
ployees in that wages were not determ ined , nor did they depend upon 
the com parative bargaining power of both em ployers and em ployees. 
Wages were subject to regulations by church authorities and were fixed 
at levels believed to be adequate for the a r t is a n s  to be able to l ive , to 
ra is e  their fam ilies , and to m aintain  the ir  existing social and economic 
s t a tu s .*
The handicraft s tage, the th ird  s tage , appeared when ag ricu ltu re ,  
trade , and industry  becam e d istinct and specia lized  in the late  middle 
ages. The system  of production that c h a rac te r ized  this stage has 
som etim es been called the domestic sys tem , because the household 
served  as the usual industria l unit.
The guild system  developed within this hand-working system  with 
its c ra f tsm en , journeym en, and appren tices . The guildrs growth was 
slow, extending over sev e ra l  cen tu rie s . E very  guild was req u ired  to 
obtain a ch a r te r  from  the king to get the power to estab lish  ap p ren tice ­
ship ru le s ,  quality s tandards, p r ic e s ,  and conditions of work.
*D. Yoder, Manpower Economics and Labor P rob lem s (3rd ed. ; 
New York: M cGraw-Hill Book Co. , 1950), p. 57.
10
Within the guild itse lf , c learcu t differentiation separated  m a s te r
c ra f tsm en , journeym en, and appren tices . The la t te r  ch a rac te r is t ica lly
worked for board , lodging, and a sm all allowance. Journeym en and
apprentices worked together beside the m as te r  c ra f tsm an , generally
in the c ra f t s m a n s  home. Because they a ll  worked closely together,
the ir  social status was s im ila r .  The personnel adm inistration  functions
of selection, tra in ing , and wage adm inistration  w ere in evidence under
the guild system  as well as a ce rta in  amount of bargaining as to wages
2
and working conditions.
STATUS OF LABOR FROM THE INDUSTRIAL REVOLUTION
The factory  system  of industria l production appeared as a resu lt
of that fa r-reach ing  se r ie s  of social and economic changes known as the
Industrial Revolution.
The disappearance of the guild system  was one of the changes
brought about by the Industrial Revolution. Among the m ost im portant
of other changes w ere the gradual expansion of m ark e ts , the increasing
use of m achines, and g rea te r  capital requ irem en ts  for the m as te r  c ra f ts -
3
man to set up a shop.
The monopoly power of the guilds was weakened by m erchant
2
W. W. Waite, Personne l Adm inistration (New York: The Ronald 
P re s s  C o . , 1952), p. 5.
3
D. Yoder, Personnel Management and Industrial Relations (3rd, 
ed. ; New York: P ren tice  Hall, In c . ,  1949)» p. 44.
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cap ita lis ts  who tr ie d  to in c rease  their opportunity for la rg e r  p rofits  by 
extending their en te rp rise  to include the r isk  of production as well as 
those of trading* The m erchant cap ita lis ts  established what became 
generally  known as the "Cottage S y s tem ,"  in which m erchan ts  p ro ­
vided m a s te r s  with raw  m a te r ia ls  for transfo rm ation  into finished 
products* The work was custom arily  paid for on a p iece-w ork  b as is ,  
the m erchant paying the m a s te r  who, in tu rn , compensated his e m ­
ployees. This system  changed the status of m a s te r  c ra ftsm en  from 
en te rp ren eu rs  to wage e a rn e rs .  At the same tim e, other m erchan ts  
h ired  fam ilies outside the guild system  to p ro cess  m a te r ia ls  in their 
hom es. Thus the cottage system  placed the m erchan t cap ita lis t  in a 
superior bargaining position. So long as cottages competed with each
other for work, the m erchan t cap ita lis ts  had few personnel problem s
4
and did not need to be concerned about working conditions.
The factory  system  followed the guild system . Under th is new 
system  of production, a la rge  force of w orkers  was brought together 
where machines were housed. The introduction of fac tories  (and their 
rap id  increase  in num bers and size) resu lted  in extensive changes in 
living conditions. This change in the system  of production affected wages 
and working conditions as well as the social status of w orkers . W orkers 
obtained economic freedom  never known before: freedom  of con trac t,
4W. H* Knowles, Personnel M anagement- -A  Human Relation 
Approach (New York: A m erican Book Co.), 1955, p . 9.
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freedom  to choose their jobs* freedom  to quit* and freedom  to bargain  
about conditions of employment. This new system of production was 
charac te r ized  by grea t specialization in functions. As a resu lt  of this 
specialization* the jobs of many w orkers became m ore  monotonous than 
before; and operations assigned to individuals were frequently simple#
In the United States during the twentieth century there  has been in ­
c reas ing  em phasis on the personnel function in m anagem ent. The labor 
shortages that followed World War I, the growing attention of m anage­
ment to the welfare of employees, the growth of government influence in 
industria l re la tions , the shift of power from  em ployers to employees 
after they organized them selves in powerful unions, and m ost of all the 
scientific management movement has led to the development of the field 
of personnel adm in istra tion . The grea t depression* the labor problem s 
of World War I and n ,  and the many re s e a rc h  studies in personnel 
problem s have helped increase  the importance of personnel adm in is tra tion .^
CHANGING CONCEPTS OF LABOR
Looking at the subject from another point of view* it appears  that 
various changes in economic organization* in economic doctrine, and in 
the s truc tu re  of society as a whole caused different changes in (be cone opts of 
labor. The relationship  between em ployers and employees has passed  
through s tag es  in which the worker has been considered  a commodity, 
a m achine, an individual, and a partner with management.^*
^P. P igo rs  and C. A. M yers, P ersonne l A dm inistra tion- -A  Point 
of View and a Method (3rd ed. ; New York: McGraw Hill Co. , 195f>)', p. 24.
^Knowles, op. c it . , p. 20.
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The commodity concept of labor las ted  until the la t te r  half of the 
nineteenth century. Under this concept labor was regarded  as m ere ly  
one of the factors of production, having a m arke t p r ice  which depended 
m ostly  upon the supply of manpower and the demand for i t .  As a com ­
modity, labor could be scarce  and valuable o r  plentiful and cheap. Its 
p rice  differed from  time to time and from  one place to another.
With the development of scientific m anagem ent, industria l en­
gineers developed a machine concept of labor. Industrial engineers 
thought that the work perfo rm ed  by individuals could be analyzed in the 
same m anner as that pe rfo rm ed  by m achines. Like the commodity con­
cept, the machine concept is obviously inappropriate .
The individual concept began with the observation that w orkers , 
unlike m achines, have feelings and em otions, and cannot be ,,designed,, 
to m eet the requ irem ents  of every job. In this concept psychologists 
and sociologists began to give adequate consideration to the emotions, 
stim uli, resp o n ses , a ttitudes, and personal and social adjustm ent of 
w orkers . Since the w orkers cannot sell their labor without being p resen t 
them selves, and since they cannot be made to behave like machines be­
cause they bring to their  jobs their  feelings, pe rso n a li t ie s , and their 
social troub les , the concept of labor as individuals has been of con­
siderable use in the analysis  of labor-m anagem ent re la tions . Labor 
unions have fought hard for the recognition of this concept and many 
businessm en have sponsored it.
The fourth concept is the industria l dem ocracy concept. This 
concept's  philosophy is inherent in the belief that maxim um  efficiency
14
of w orkers can be gained through rea l  co-operation between m anage­
ment and w orkers . Under such a system  labor is no longer subjected to 
the authority  of management but becom es a p a rt  of management through 
participation in policy decisions. This concept is still in an early  stage 
because w orkers  a re  usually the junior p a r tn e rs  and share in policy 
decisions only to a lim ited  extent. With each change in the labor con- 
cept| philosophy of personnel adm inistration  has also changed.
SUMMARY
It can be seen that with each change in the labor concept (from 
commodity to machine to individual and, finally, to industria l democracy) 
the philosophy of personnel adm inistration  also changes. This pheno­
menon is a consequence of the fact that personnel adm inistration  
philosophy in i tse lf  is  dynamic, read ily  adjusting itse lf  to the socio­
economic forces of the tim e.
With the advent of the individual concept of labor the social 
sc ien tis ts  contributed to personnel adm inistration  philosophy through 
recognition of the fact that the man on a job does not divorce him self 
from  his personal feelings to the extent that he can perfo rm  with the ef­
ficiency of a m achine. Like the social sc ien tis ts ,  the industria l engi­
n eers  have exerted  influence on the field of personnel adm inistration .
The next chapter constitu tes an examination of the contributions of in­
dustr ia l  engineers to personnel adm inistration  po lic ies .
C H A P T E R  II
MEANING OF SCIENTIFIC MANAGEMENT AND ITS 
UNDERLYING PHILOSOPHY
Industr ia l  eng ineers  played an im portan t ro le  in the developm ent 
of the philosophies* principles*  and p ra c t ic e s  of p e rsonne l a d m in is t r a ­
tion. The roo ts  of scientific  m anagem ent a re  to be found in the life 
and thoughts of F re d e r ic k  W. Taylor. In addition to T ay lo r , th e re  was 
F ran k  B. G ilbreth  who won g rea t adm ira tion  with h is  d isp lay  of genius 
in the reo rg an iza tio n  of the brick laying  industry . H enry  R. Towne was 
the f i r s t  p ioneer to m ake an a ttem pt to solve the wage p rob lem . Another 
p ioneer was H enry  L . Gantt with h is  bonus sy s tem  of wage paym ent.
H arring ton  E m erso n  m ade valuable con tributions to pe rsonnel 
adm in is tra tion  through his studies into the efficiency of lab o r .  F re d e r ic k  
H alsey  introduced a p rem iu m  plan of paying for lab o r .  Sanford E . 
Thompson p e rfo rm ed  p ioneer work in extending the p rinc ip les  of 
scientific  m anagem ent for the m achine shop into the building industry . 
Still o ther p ionee rs  w ere C a rl  G. B a rth , a m athem atic ian  and inventor 
of the B arth  slide ru le ,  and H. King Hathaway who was known for his 
sk ill in perfecting  sc ientific  m anagem ent for the Taylor M anufacturing 
Company.
All of these  m en worked during d ifferen t phases  in the develop­
m ent of the system  of scientific  m anagem ent, some of them  making
15
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original contributions of g rea t value, but T ay lo r 's  contributions a re  
considered  g rea te r  than those of any other person . *
MEANING OF SCIENTIFIC MANAGEMENT
Scientific m anagem ent in its  fundamental sense is a philosophy
ra th e r  than a technique of r e s e a rc h ,  standardization, planning, or
controlling. It necess ita tes  a m ental revolution on the p a rt  of w orkers
engaged in any p a rt icu la r  establishm ent or industry  toward their work,
their fellow-men and their em ployers . It demands an equal m ental
revolution on the p a rt  of managem ent people as to their duties toward
2
all their daily p rob lem s. M cFarland believed that scientific m anage-
3
ment was the m ental revolution aspect of the Industrial Revolution.
TAYLOR'S PHILOSOPHY OF PERSONNEL ADMINISTRATION
Taylor is  considered to be the f i r s t  person  to use the te rm  
"Scientific Management" to d ifferentiate the new system  of management 
from  the old. This te rm  was f i r s t  used in T ay lo r 's  famous book The 
P rin c ip les  of Scientific Management which was published in 1911. Since
*H. B. D rury , Scientific Management -  A H isto ry  and C ritic ism  
(New York: Columbia University  P r e s s ,  1922), p . 42.
2
F . W. Taylor, The P rinc ip les  of Scientific Management (New 
York: H arper & B ro th ers  P u b lish e rs , 1947), p. 27.
3
D. E . M cFarland , Management P r in c ip les  and P ra c t ic e s  (New 
York: The M acmillan C o . ,  1958), p. 39.
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that time th is te rm  has  been used to specify  and d esc r ib e  a new p h ilo so ­
phy of management*
The concepts embodied in Taylor*s sy s tem  w ere  not o rig ina l with 
h im . H ow ever, the way he combined them  into a powerful re la tionsh ip  
gave them  a new meaning and constitu ted  his o rig ina l contribution . No 
one p r io r  to Taylor had developed a logical and com prehensive  philosophy
of m anagem ent. M oreover, m ost of the m anagem ent th eo r ie s  that ap -
4
pea red  a fte r  him  w ere  c le a r ly  influenced by h is  philosophy.
Taylor built h is  new philosophy on th ree  o b se rv a tio n s . F i r s t ,  
he rea l iz e d  that w o rk e rs  very  r a r e ly  t r ie d  to in c re ase  the ir  p roductiv ity  
or even to keep it up to the reasonab le  s tandard  of the average  m an.
P r io r  to h is  tim e th e re  was not enough m otive power to encourage 
w o rk e rs  to in c re ase  their  e fforts  in p roduction . Their objective in 
working was to live  ra th e r  than to r a is e  the ir  s tandard  of living. 
M oreover, w o rk e rs  had no confidence in m anagem ent and m anagem ent 
was not fa ir  with w o rk e rs .  T ay lo r 's  second observation  was that m en 
w ere  paid according to the ir  positions and not accord ing  to the ir  ind iv i­
dual c h a ra c te r ,  energy , sk ill ,  and re liab i l i ty .  The effect of such a 
sys tem  was so bad that even the am bitious m en , finding that they would 
not get e x tra  pay if they worked h a rd ,  worked ju s t  as  l it t le  as  possib le  
to keep the ir  positions . D rury  rep o rted  that the n a tu ra l  and logical
4
E . E . Hunt, Scientific M anagem ent Since Taylor (New York: 
McGraw Hill Co. , 1924), p. 31.
^D rury , op. c it .  , p. 54.
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re s u l t  of such an attitude was an invariab le  tendency to d rag  the m en
down even below the level of the m edium . ^ As h is  th ird  observa tion ,
Taylor noted that ta sk s  and piece r a te s  w ere u n sa tis fac to ry  to w orkers
because they w ere not based on an exact knowledge of what could be
done. Capable m en who could accom plish  the ir  ta sk  fa s te r  than the
o thers  w ere always penalized for the ir  e x tra  efforts by having the ir
p iece  r a te s  reduced if they w ere  paid by p iece or the ir  ta sk s  in c reased
7
if they w ere paid by the hour. The reason  m anagem ent usua lly  gave 
for such ad justm ent was to c o r re c t  an e r r o r  in overestim ating  the ra te  
p e r  p iece , o r  to c o r re c t  the underestim ation  of the ta sk  to be co m ­
pleted  p e r  day.
T ay lo r 's  philosophy is  based  on the be lief that th e re  is  actually  
no conflict in the in te re s ts  of m anagem ent and lab o r .  Their in te re s ts  
a re  one and the sam e, and p ro sp e r i ty  for em ployers  cannot ex ist for a 
long period  un less  it is accom panied by p ro sp e r i ty  for the w o rk e rs .
The converse  is  a lso  t ru e .  Taylor s t r e s s e d  the fact that it was possib le  
to pay high wages to w o rk e rs  while m aintaining low labor costs  to the
g
f irm . In this re s p e c t  h is  revo lu tionary  thoughts w ere com pletely  in 
6Ibid. , p . 54.
\7
H. L . G antt, Industr ia l  L eadersh ip  (New York: Yale U niversity
P r e s s ,  1916), p. 70.
Q
F . B. G ilbreth , P r im e r  of Scientific M anagement (New York:
D. Van N ostrand Company, 1912), p. 1.
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opposition to trad itional theory  of production prevailing  at that tim e.
According to this theory , it was n e ce ssa ry  to pay low wages in o rder
for the f irm  to have low costs and high p ro fits .
Taylor*s m ajor contribution to the body of knowledge in the
personnel managem ent field was the development of four fundamental 
9
p rin c ip les . These princip les a re :
1. The development of a science for each element of a man*s 
work to rep lace  the old ru le-of-thum b method.
2. The selection of the best w orker for each p a rt icu la r  task , 
selection  to be followed by a p ro g ram  for training the 
w orkers . This p rincip le  was designed to rep lace  the 
p rac tice  of allowing the worker to se lec t h is own task  and 
tra in  h im self  as best he could.
3. The development of a sp ir i t  of hearty  cooperation between 
m anagem ent and w orkers  in carry ing  on activ ities in a c ­
cordance with the princip les of the developed science.
4. The division of work into alm ost equal sh a re s  between 
m anagem ent and w o rk e rs .  (Management was to take over 
all planning work, a function for which they were be tter 
fitted than w o rk ers . )
o
T a y lo r ,  o p .  c i t .  , p .  3 6 .
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WEAKNESSES OF SCIENTIFIC MANAGEMENT
Several w eaknesses a re  to be found in the philosophy of scientific 
m anagem ent. Certain ly  it could be of m ore  value to both managem ent 
and w orkers if such weakness did not ex ist.
Scientific Management Tends Toward Specialisation
The en tire  s tru c tu re  of scientific m anagem ent re s t s  upon the con­
cept of specialization  which in turn is the re su lt  of the separation  of 
planning from  action. ^  All planning is to be done by m anagem ent, 
and w orkers a re  m ere ly  to follow instruc tions. It was la rg e ly  through 
specialization that Taylor was able to reduce co s ts ,  and working hours , 
and to ra is e  workers* earn ings. How ever, scientific managem ent 
went so far in specialization that the task  became of lit t le  in te re s t  to 
the worker even if it paid him a la rg e r  incom e. M oreover, self ex­
p ress io n  was grea tly  intensified under such a sy s tem , and self re sp ec t
12was large ly  affected. T here fo re , the divorce of planning from  doing 
deprived industry  of the full benefit that could be obtained from  scientific 
m anagem ent. D rury pointed out that, although planning and doing a re
^ D .  Yoder, P e rsonne l P rin c ip les  and P o lic ies  (New York: 
P ren tice  H all, I n c . ,  1952), p. &2.
Li. Lundy, Effective Industria l Management (New York:
The M acmillan Co. , 1957), p . 22.
1 2 G. S. Watkins and P . A. Dodd, The M anagement of Labor 
Relation (New York: McGraw Hill Co. , 1938), p . 44.
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separa te  p a r ts  of the sam e job; they a re  not separa te  jobs. He
recom m ended that w orkers  be given a chance to plan the ir  own work
13to keep them selves in te res ted  in their  jobs.
One Best Way is Not the Best for Each Individual
It is the philosophy of scientific managem ent that the re  a re  severa l 
ways of doing a job but only one best way at any one time for doing the 
job m ost econom ically , in the fas tes t  time* and of the best quality.
The best method can be d iscovered by a continuous study for each task  
to determ ine how different individuals perfo rm  the task  and how long it 
takes. Ineffectual motions and p rac tic e s  should be elim inated and e f­
ficient ones should be adopted. F rank  Gilbreth was not only in te res ted  
in discovering the fewest motions in a  given task  but a lso  the sho rtes t 
ones. There is no need here  to describe  the techniques he used in his 
studies and experim ents! but* in genera l, his philosophy can be sum ­
m arized  in the sta tem ent in which he says "T here  is no waste of any
ft
kind in the world that equals the waste from  need less , i l l-d irec ted  and
14ineffective m otions. " It was G ilbre th 's  opinion that the quickest m ove-
15ment was the best movement. This contravenes the fact that speed in 
1 3P . F . D rucker. The P ra c t ic e  of Management (New York:
H arper It B ro thers  P u b lish e rs .  1954), p. 285.
14F . B. G ilbreth , Motion Study: A Study for Increasing the E f­
ficiency of the Workmen (New York: D. Van Nostrand C o . ,  1911), p. 2.
15
% B. V. Moore and G. W. H artm ann, Readings in Industrial
Psychology (New York: D. Appleton & Co. , 1931), p. 287.
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perform ance  is not an adequate judgment for the effectiveness of a 
16
movement. The ease by which the task  is perfo rm ed  should be taken 
into consideration in determining the one best way. Viteles pointed 
out that the best movement should be the eas ie s t  ra th e r  than the 
quickest perfo rm ance .
By trying to determ ine the one best way of doing the task, 
scientific management people ignored the im portance of individual 
d ifferences . The best method for one individual should not definitely 
mean that it is the best method for another. Exact standardization of 
methods used is lim ited by the fact that individuals cannot be s tandard­
ized. Although the standard method m ay prove to be the best, it should
not be forced upon a ll w orkers . Each w orker should be allowed to use
18his own devices if the re su lts  a re  sa tisfac to ry . Fenelon re c o m ­
mended that every  individual within lim its  m ust develop his own style 
and no attem pt should be made to standardize rigidly  the movem ents of
19different w o rk ers .
Psychological Fatigue Ignored
Fatigue study was another contribution by F rank  and Lillian
S. V iteles, Industrial Psychology (New York: W. W. Norton 
fc Co. , 1932), p. 435.
17Ib id . , p. 435.
18Moore and Hatrm ann, op. cit. , p. 287.
19K. G. Fenelon, Management and Labour (London: Methuen it 
C o ., 1939), p. 23.
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G ilbreth , They studied w orker fatigue that re su l te d  from  perfo rm ing  
various types of work) c lass ify ing  fatigue into two ca teg o rie s :  (1) the
u n n ecessa ry  fatigue which re su l te d  from  u n n e cessa ry  e ffo rt , and 
(2) the n e c e s sa ry  fatigue which re su l te d  from  n e c e s sa ry  m ovem ents. 
Their objectives w ere  to d e te rm in e  which was u n n ece ssa ry  and which 
was n e c e s sa ry  fatigue, and to e lim inate  a s  m uch a s  poss ib le  the un­
n e c e s sa ry  fatigue, and to reduce  the n e c e s sa ry  fatigue to the lea s t  
am ount,
F ra n k  G ilbreth  d irec ted  h is  a ttention to the w o rk e r 's  m otions 
during task  p e rfo rm an c e . He developed new m ethods and succeeded 
in elim inating m any m otions. In h is  experim en ts  in the b r ick  laying 
industry , he reduced  the num ber of m otions req u ired  to lay one b rick  
from  18 to 5 m otions. This caused  an in c re a se  of 200 pe r  cent in the 
p roductiv ity  of w o rk e rs  and a d e c re a se  in the num ber of m otions from  
2160 to 1750 m otions p e r  hour.^® H ow ever, e lim inating m otions does 
not n e c e s sa r i ly  m ean a reduction  in the amount of fatigue because  the 
nonfatiguing m ovem ents m ay be the ones which a re  rem oved , ^
Taylor a lso  was in te re s te d  only in the physical a spec t of fatigue 
study. Since Taylor a ttem pted  to e lim inate  fatigue through r e s t  p e r io d s ,  
h is work was of a physiological ra th e r  than a psychological n a tu re .
^ T ay lo r 's  Testim ony B efore  the Special House Com m ittee (New 
York: H a rp e r  fc B ro th e rs  P u b l ish e rs ,  1947), p. 228.
21 W. G. H o lm es, Applied Time and Motion Study (New York:
The Ronald P r e s s  C o . ,  1945), p. 120.
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M oreover* Taylor a ttem pted to stop "sod iering"  on the job a s  well as
conversation between workers* not recognizing that such actions might
cause monotony to workers* While a continuous s tra in  of attention
produces* in many cases* a state of fatigue* a short conversation
might bring re l ie f  and relaxation  to the worker to auch an extent that
22a social conversation ra i s e s  the general emotional mood. This fee l­
ing of social p leasu re  m ay be a source of new power to workers* It 
should be recognized* however, that much unnecessary  talking involves 
a d is trac tion  of attention among w o rk ers .
Although industr ia l engineers attem pted to elim inate physiological 
fatigue* they in creased  psychological fatigue through the concept of com ­
plete division of labor. Their failure  to apprecia te  the psychological 
factor in fatigue was probably attributable  to the nature  of the work to 
which they exclusively confined the ir  observation* Most of their studies 
w ere confined to such tasks  a s  shoveling pig iron and laying bricks* both 
of which req u ire  trem endous physical effort on the p a rt  of the w orker.
It is  apparent also that in their studies of physiological fatigue the in ­
du s tr ia l  engineers did not base their experim ents on scientific data.
They had no m easu rem en ts  for re s p ira to ry  indications or of oxygen 
consumed. Industria l engineers were not even in te res ted  in knowledge 
a lready  published in the ir  own tim e on the expenditure of energy by the
M unsterberg , Psychology and Industrial Efficiency (New 
York: Houghton Mifflin Co. * 1913), p. 208.
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human m otor. To recognize fatigue they waited for the appearance 
of signs of physical decline among the w o rk ers . In fact, they did not 
even think of psychological fatigue as an im portant factor in decreasing  
the productivity of w orkers . Although Lillian Gilbreth placed con­
siderable  em phasis on the psychological factor in m anagem ent, her  
studies of psychological fatigue were le s s  significant.
Scientific Selection Methods Not Used
Taylor rea lized  that w orkers  were put in the ir  jobs without any 
consideration of the ir  m ental or physical ability . M oreover, Taylor 
recognized that m ost w orkers  had inadequate and im proper training 
which made them unable to p e rfo rm  their duties perfec tly . At that 
tim e the ru le-o f-thum b method of production was the trad itional p r a c ­
tice in A m erican industry . Under such a system  any kind of w orker
was placed at any kind of job and tra ined  in any kind of way—o r not a t 
24
all. Once a w orker s ta rted  his job he was seldom tra n s fe r re d  to 
another. As a re su lt ,  his absence caused a delay in the production 
p ro c e ss ,  since no other w orker could replace  him with the same ef­
ficiency. Management ra re ly  looked to the future and was ill p rep a red  
to face such p rob lem s.
23
G. Friedm ann, Industrial Society (Glencoe, H I.:  The F ree  
P re s s  P u b lish e rs ,  1955), p . 60.
24
W a tk in s  and D od d , o p . c i t .  , p .  3 9 .
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It was T ay lo r 's  philosophy that w orkers  m ust be carefu lly  
se lec ted  for each job. Accordingly* he called for the application of 
scientific selection methods in industry . It was his opinion that if a 
carefu l study of the ability  and c h a rac te r  of every  individual w ere done 
to put the individual in the job that suited him m ost, he would be s a t i s ­
fied and turn  out his highest output. Taylor wanted every  individual to 
be "a f i r s t  c la ss  m an" in a  ce rta in  job but he could be a second or th ird  
c la ss  man in other jobs. Accordingly* it was the duty of m anagem ent to 
put each w orker in the job where he could be *'a f i r s t  c la ss  m a n ,"  In
one of his studies Taylor found that the f i r s t  c la ss  man could do two to
25four t im es  the work that was done by an average  man.
It is noteworthy that Taylor c laim ed that the essen tia l  element of 
scientific managem ent was achieved through carefu l se lection. Yet 
neither Taylor nor any of h is  colleagues pointed out the scientific methods 
that w ere  to be used for selecting w o rk e rs .  Hoxie rep o rted  that the 
methods of selection and h iring  employed by scientific  managem ent
shops did not differ essen tia lly  from  those which were used by the other
26estab lishm en ts . Taylor d ischarged  those who could not produce up to 
the standard he set* claim ing that they did not fit their jobs. By this 
action he tr ie d  to adjust the w orker to fit the job ra th e r  than selecting
W. Taylor, Shop Management (New York: H arp er  fc 
B ro thers  Publishers*  1947), p. 24.
26R. F . Hoxie, Scientific Management and Labor (New York:
D. Appleton fc Co. * 19lM, P. 32.
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the w orker to fit the job to be done. Thus he violated an im portant 
princip le  of good m anagem ent. Taylor explained his action as  being 
human behavior from  his side toward the w o rk e rs . This explanation 
rings true  in the sense  that a w orker who occupies the wrong position, 
or works in the wrong p ro fession , will suffer inefficiency in his p e r ­
form ance probably a ll h is life . On the other hand, it is  certa in ly  in ­
human to d ischarge  a worker without telling him  what kind of a job he 
fits b e s t .  T ay lo r 's  action in this re sp ec t  shows that he did not give 
adequate consideration to the feelings of his w orkers . M oreover, he 
depended upon h is  personal judgment in discharging them . He never b e ­
lieved in a joint com m ittee of m anagem ent and w orkers  to d iscuss  the 
rea so n s  for worker d ischarge .
In b r ie f .  T ay lo r 's  method of selecting w orkers  was to put the man
on the job to find out whether or not the w orker was considered  "a f i r s t
c la ss  m an. 11 Taylor considered  speed only as the best s tandard of
27m easuring  the efficiency of w o rk e rs . He made his decision as to se lec ­
tion according to the volume of output achieved by the w orker. The 
method Taylor used to se lect w orkers was not scientific . It was a crude 
method of trying the w orker on the job; if he gave the standard output he 
would stay on the job; otherw ise he would be d ischarged .
It follows that although the objective of Taylor and his colleagues
27 F r ie d m a n n ,  o p .  c i t .  » p .  5 4 .
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was to e lim inate  w aste of the human e lem ent, they in c re a sed  w aste of 
such effort in society  through nonscientific  m ethods of selection*
Nonscientific Methods Used to D eterm ine F a ir  Dayl s Work
Industr ia l  eng ineers  believed that ne ither  m anagem ent nor w o rk ers  
re a l ly  knew what constitu ted  a fa ir  day 's  work or a fa ir  day 's  wage.
They w ere  c e r ta in  that th is was the cause  of m uch of the m isu n d e rs ta n d -
28ing between m anagem ent and workers*
In o rd e r  to find out what constitu ted  a fa ir  d a y 's  work Taylor used
what he c la im ed  to be a  scientific  study of unit times* He proceeded  to
tim e the job with a stop watch. Once the tim e was se t on the job,
Taylor believed that a fa ir  d ay 's  work had been sc ien tif ica lly  d e te rm in ed .
He a ssu m ad  that tim e study m ust e lim inate  a ll  a rgum en ts  over s tandard
of work p e rfo rm a n c e .
Taylor used  the inductive m ethod of analyzing h is  tim e study 
29data . He a ssu m ed  that if a w orker could do a job in a c e r ta in  t im e , 
then he could do it with the sam e efficiency a t any other t im e . T h e re ­
fore* he did not recogn ize  that the behavior of any individual is  change­
able  from  one tim e to another*
M oreover , the techniques which were used by in d u s tr ia l  eng ineers
28 R* C. Davis, Industr ia l O rganization and M anagement (3 rd , ed. ; 
New York: H a rp e r  |c B ro th e rs  P u b l ish e rs ,  1957), p. 14.
2*W. G om berg, A Trade Union A nalysis of Time Study (2nd, ed. ; 
New York: P re n t ic e  H ail, I n c . ,  1955), p . 52.
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to determ ine the £air day*a work were crude and subject to severa l
fundamental e r r o r s .  Through these crude methods the standard  tim e
for doing the task  was determ ined  by a com parison of the perform ance
elem ents of the task  by different o p e ra to rs .  Where the time for one
element differed* the sh o rte s t  time was se lec ted . For such experim ents
Taylor selected  an exceptionally strong man and* through in creased
rem uneration* stimulated him to in c rease  his e ffo rts . ^
F rank  Gilbreth also employed this method. The re su l t  was an
underestim ated  standard  of time for doing the task . According to the
techniques they used* the total of the shortes t t im es for perform ing each
movement* plus a  percentage for the unavoidable delay and a percentage
of allowance for the average worker* determ ined  the standard  time for
perform ing  the job. These percen tages  depended m ore  or le s s  on
32guessing on the p a rt  of t im e-s tudy  ex p er ts .  Although Taylor c rit ic ized  
the old type of m anagem ent for its  dependence on guess work* he h im self 
used it in his t im e-s tudy  experim ents . Stagner reported  that in some
cases  tim e-s tudy  men set standards for the same job which were widely
33apart som etim es as much as 100 per cent. Such d ifferences would not
^®F. Watts* An Introduction to the Psychological P rob lem  of 
Industry (London: George Allen It Unwin Ltd.* 1921)* p. 164.
31C. S. Myers* Mind and Work (New York: G. P . P u tnam 's  Sons* 
1921), p. 24.
32h . d . H arrison* Industrial Psychology and the Production of 
Wealth (London: Methuem It C o . ,  1924), p. 107.
33D. Mackenzie* MWage In cen tiv e s ,11 Advanced M anagement* IX 
(1944), 130.
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have appeared  if t im e-s tudy  m ethods had not been so widely variab le .
M oreover, the sam ple Taylor and h is  colleagues used in their studies
did not perfec tly  re p re se n t  the whole. This lim itation  made the re su l ts
they obtained of little  value. The re su l ts  could have been m o re  re a l is t ic
34if tim e studies had been taken d irec tly  on average w orkers .
M oreover, if an operation la m inutely broken down into its  e le ­
m en ts , the time corresponding to each of these elem ents will not a l ­
ways be useful. Then, too, an identical period  of idle tim e from  one
35operation to another is difficult to achieve.
Although there  a re  severa l w eaknesses in tim e study, its  u se fu l­
ness  is not denied. Since no other a lternative  method of m easuring  a 
fair  dayfs work have appeared , t im e-s tudy  methods m ust be utilized 
until a be tte r technique is found. ^
Inability to D eterm ine F a ir  Day's Wage
Taylor made no actual contribution to an understanding of what 
consis ts  of a fa ir  d ay 's  wage. Although he gave the m a tte r  a co n s id e r­
able amount of attention, he did not use any scientific  method to d e te r ­
mine what was a fa ir ' day 's  wage. All he did in this re sp ec t was to make
^ P .  Hall and H. W. Locke, Incentives and Contentment (London: 
Sir Isaac P itm an fc Sons, 1938), p . 113.
35Friedm ann , op. c it .  , p. 53.
36M. L. Blum, Industria l Psychology and its  Social Foundations 
(Rev. ed, ; New York: H arper & B ro thers  P u b lish e rs ,  1956), p. 408.
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sev era l  studies to t ry  to de te rm ine  the efficient wage that m otivated 
the w orkers  to produce the amount of work he thought constituted a 
fa ir  day*s work. Such a atatem ent as "By high wage the w rite r  (Taylor) 
m eans wages which a re  high only with re la tion  to the average of the c la ss  
to which the man belongs and which a re  paid only to those who do much
m o re  or b e tte r  work than the average of the ir  class* "3? shows that he
38was sim ply a ba rga iner  in th is m a tte r .
While tim e study was accepted by m ost early  scientific m anage­
m ent people as a tool for determ ining what was a fa ir  day 's  work* they 
could not ag ree  on a scientific incentive system  for rew arding w orkers  
with a fair day 's  wage. As a re su lt  th e re  were many incentive systems* 
each differing from  one to another* in the amount of pay for the same 
amount of work.
Tended to be A utocratic
It was T ay lo r 's  philosophy that m anagem ent should have all 
authority  to de term ine regulations and make decis ions. These reg u la ­
tions and decisions were dependent upon what m anagem ent thought was
fair for w o rk e rs . Since there  is no a ssu ra n ce  for w orkers  that m anage-
39m ent looks to the workers* in te re s ts  a s  much as  to i ts  own* and since 
^ T a y lo r ,  Shop M anagem ent* p , 27.
■*®J. R, Smith, The Elem ent of Industria l M anagement (Philadelphia: 
J .  B, Lippincott Co. * 1915), p. 259,
^ B .  Muscio* L ec tu res  on Industria l Psychology (3rd, ed, ; New 
York: K, P* Dutfeon fc C o , ,  1925), p. 260,
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w orkers  a re  m ere ly  obliged to follow suck regu la tions , scientific 
m anagem ent tends to be au tocra tic  ra th e r  than dem ocratic  in dealing 
with w o rk e rs .
Although Taylor claim ed that scientific m anagem ent gives a voice
to both managem ent and w orkers  and that w orkers  have considerable
40freedom  to develop and exp ress  them selves for the new sy s tem s,
he said also that those who could not work according to specified regu -
41lations should be d ischarged . He aaid that w orkers  would f i r s t  have 
to accept h is m ethods and, a fte r  learn ing  the methods well, could sug­
gest any im provem ent they thought might in c rease  production or de- 
42c re a se  fatigue. On the other hand, he kept h is  w orkers  so busy a ll  the 
tim e by assigning them la rge  tasks that it was a lm ost im possib le  for
43them  to concentrate  the ir  thinking toward developing be tte r m ethods. 
M oreover, forcing a w orker to accept a new system  and preventing him  
from  introducing any changes in it for a period  of time might kill his 
in te re s t  toward improving his work.
44Taylor recognized the existence of unions. Dn the other hand he, 
40 Taylor*s Testim ony Before the Special House C om m ittee , p . 145. 
4 1Ibid. , p. 175.
42J b id . ,  pp. 197-199.
43 T aylor, The P rinc ip les  of Scientific M anagem ent, p . 47.
44 Taylor, Shop M anagement, p. 187.
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as well as  h is  colleagues, ind irectly  ignored union rep re sen ta tiv es  and
Were against union in te rfe rence  in the relationship  between m anagem ent 
45and workers* Taylor not only disfavored applying h is d ifferentia l ra te
system  on union m e m b ers ,  but was also against employing union m em bers  
46in his work. Neither Taylor nor any one of h is  followers m et union
rep re sen ta tiv es  at a bargaining table* Taylor c la im ed that scientific
47m anagem ent made collective bargaining an unnecessary  practice*
He and his followers claim ed that w orkers  were autom atically pro tected
by the self in te re s t  of management*
Scientific m anagem ent tended to prevent the formulation of groups
48of w orkers  with recognized common in te re s ts  within the shop* T h e re ­
fo re , scientific managem ent actually  aim ed to weaken the power of the 
labor force by dealing with it separa te ly , taking advantage of the fact 
that individual w orkers  were helpless* One man haB little  or no influence 
in determ ining the working polic ies of a concern.
Taylor adm itted the im portance of collective bargaining in h is
testim ony before  the Special House Com m ittee, and he maintained that
49it  could be c a r r ie d  on under scientific m anagem ent sy s tem s. It
4 ®J. T. Mckelvey, A* F* L . Attitudes Toward Production - 1900- 
1932 (Ithaca, New York: Cornell U niversity , 1952), p. 20*
^ D r u r y ,  op. c it ,  , p . 216.
47 T aylorts Testim ony Before the Special House C om m ittee , p. 180. 
48Hoaie , op. c it .  , p. 104.
T ay lo r 's  Testimony Before the Special House C om m ittee , p. 151.
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appears  however, that what he meant by this statem ent was that b a r ­
gaining would have to be c a r r ie d  on under the regulations and ru les 
a lready  developed by m anagem ent. In other words union re p re se n ta ­
tives had to accept the scientific management regulations and princip les 
as lim iting bargaining with m anagem ent. Thus, Taylor did not give 
union rep resen ta tives  any p rac tic a l  chance to d iscuss the fundamental 
p rincip les or techniques of scientific managem ent, and rese rv ed  the 
right to refuse  acceptance of ideas that proved that such principles o r  
techniques were not adequate. On the co n tra ry , industr ia l engineers 
claimed that union functions should be lim ited only to the educational 
and welfare work among their m em b ers . The engineers opposed union 
in terference  in such m a tte rs  as wages, hours , and the like. As a 
consequence they tr ied  to keep unions from perform ing their m ajor 
function, i . e .  , bargaining on job te rm s .
Wages Considered as Almost the Sole Motivational Factor
Industrial engineers were very well aware of the im portance of 
motivational fac to rs . ^  The m ajor problem  they faced was how to use 
these fo rces . The engineers thought they could be re leased  through 
financial incentives and their assum ption was that payment was the only
^ F .  B. Copley, F red e r ic k  W. T ay lo r, Father of Scientific 
Management Volume II (New York: H arper St B ro thers  P u b lish e rs ,  
1923), p. 415.
51 G o m b e r g ,  o p .  c i t .  , p .  126 .
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way to make w orkers want to work. They believed that the higher wages 
w orkers rece ived , the m ore  output they would give. In T ay lo r 's  d if fe r­
ential piece ra te ,  two ra te s  were in effect, a low ra te  per unit for 
w orkers who produced le s s  than the requ ired  standard  and a high ra te  
for those who exceeded the standard amount. T herefo re , th is system  
amounted to a punishment for those who fell short of the standards; at 
the same tim e the system  rew arded  those who produced m ore  than the 
quota, the rew ard  being a higher income than they could get under the 
o rd inary  piece ra te  system .
Under m ost incentive payment plans the difference between the in ­
come of a good w orker and that of a poor worker is  so g rea t that the poor 
worker has to improve h im self  or quit his job. However, recen t studies 
show that financial incentives only a re  not enough to re lea se  motivating 
fo rce . Applying financial incentives alone is re la tively  ineffective in the 
long run , although it might be of considerable  effect on the w o rk er 's  
m ora le  in the short run.
I^acked H um anitarian Attitude in its  P rocedures
It has been claim ed that scientific managem ent tended to ignore
C ^
the human elem ent in production and reg a rd  w orkers  as m achines.
This c laim  is true  in the sense that industria l engineers assum ed that
52M. G. Ydo, "T ay lo r 's  M essage for Today's M an ag e rs ,"  
Advanced M anagement, XXIII (1958), 7.
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the rela tionship  between managem ent and w orkers was m ere ly  a con­
trac tu a l  obligation which gave managem ent the right to command and 
put an obligation on w orkers  to obey.
On the other hand, it was recognized that the human elem ent was 
the m ost costly  element in production. The engineers tr ie d  to ra is e  the 
standard of living through an in c rease  in the efficiency of the human 
fac to r . Taylor*s basic  p rinc ip les  of managem ent em phasized the im ­
portance of the human force  in industry  and gave recognition to lab o r 's  
requ irem en ts  of reasonable  wages and good working conditions, and he 
was carefu l to see that sufficient r e s t  perfeds were introduced into the
dayjs work. He is considered  a s  one of the f i r s t  investigators of the
53effect of r e s t  periods of varying lengths. Although he recognized  the 
im portance of w orkers a ttitudes and the value of some fac to rs  of m otiva­
tion, he did not form  his system  in such a way as to place effective em -
54
phasis upon these  fac to rs .
L ikewise, F rank  Gilbreth considered the human im portance when
he d ecreased  the daily working hours from  ten to eight, and gave a con-
55siderable  attention to improved working conditions.
53A* Walton, The Fundam entals of Industria l Psychology (New 
York: McGraw*-Hill C o . , 1941), p. 10S7"
^ J .  T. Diebold, "Scientific Management Applied to the F ield  
of Human R e la tio n s ,"  Advanced M anagement, XVIII (1953), 29.
55 M u s c io ,  o p .  c i t . , p .  4 9 .
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Taylor a ttem pted  to be fa ir  in h is  re la tionsh ip  with w o rk e rs .
He c la im ed that he never punished any w orker without good rea so n , 
o r  cut the ir  wage r a te s  a fte r  they w ere  set according  to h is  scientific  
s tud ies . H ow ever, hum anity is m o re  than kindness o r  f a i rn e s s ,  a c ­
cording to the soc ia l sc ien t is ts .  It is  the study of w o rk e rs 1 a tt i tu d es , 
th e ir  a im s  in l ife , the ir  social and economic p ro b lem s , and the m eans 
to sa tisfy  w o rk ers  in these  respects*
As a m a tte r  of fac t,  some in d u s tr ia l  eng ineers  recogn ized  the ef­
fect of m o ra le  fac to rs  o ther than the financial ones. Gantt took into 
account the im portance  of m o ra le  and the u tiliza tion  of nonfinancial r e ­
w ards to p rom ote  it. He always gave m uch considera tion  to labor
57p rob lem s and the viewpoint of lab o r .  M oreover , he believed  that
m anagem ent should be responsib le  for c rea ting  an environm ent that had
58a favorable  psychological effect on w o rk e rs .
The re c o rd  shows that the c la im  that in d u s tr ia l  eng ineers  tre a te d  
w o rk e rs  as  m achines ra th e r  than as  individuals through the ir  scientific  
m anagem ent p ro ced u res  is m is lead ing . The eng ineers  w ere  human in 
some phases  in the ir  re la tionsh ip  with w o rk e rs .  In o ther p h a se s ,  how­
e v e r ,  it  is  obvious that they tended to a ssu m e  an "inhum an" viewpoint.
56C. B. Thompson, Scientific M anagement (Cam bridge: H a rv a rd  
U niversity  P r e s s ,  1914), p^ 636.
57 Lundy, op. c it .  , p . 25.
C G
M c F a r l a n d ,  o p .  c i t .  , p .  2 9 .
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AN EVALUATION OF THE PHILOSOPHY OF SCIENTIFIC
MANAGEMENT
The princip le  objective of in d u s tr ia l  eng ineers  in the ir  new 
philosophy was not to in c re a s e  the e ffo rts  of w orkers  as  was fo rm e r ly  
be lieved , but on the c o n tra ry ,  to reduce  the efforts  and to m ake the work 
e a s ie r .  Seeking a fundam ental a im  of w aste e lim ination , the in d u s tr ia l  
eng ineers  had a p r im a ry  purpose of conserva tion  and savings.
P r io r  to sc ientific  m anagem ent m any sy s tem s appeared  in an a t ­
tem pt to solve personnel p ro b lem s , but m o s t  of the sy s te m s  failed  to 
give sa tis fac to ry  r e s u l ts  because  of the ir  lack  of considera tion  of the 
fundamental facts of human na tu re  and of industry . M anagers and 
w orkers  thought that the only p ra c t ic a l  m eans  for settling  the in d u s tr ia l  
d isputes w ere  s t r ik e s ,  lockouts , and tem p o ra ry  c o m p ro m ises ,  even 
though both groups recognized  that these  expedients w ere  w asteful and 
costly . When scientific  m anagem ent was understood by both s id es ,  
m anagers  and w orkers  s ta r te d  to believe that a ll  the ir  p ro b lem s could 
be solved and log ical re s u l ts  could be obtained if p rob lem  solutions w ere  
based  on fac ts .
Industr ia l  eng ineers  t r ie d  to give the w o rk ers  a h igher m otive to 
in c re a se  the ir  output by in creas in g  ra th e r  than d ecreas in g  w ages. Their 
philosophy had g re a t  effect on w orker output. At that t im e , w o rk e rs  ex­
p e rien ced  the consequences of both low financial incentives and a lack  of 
nonfinancial incen tives . In fact an in c re a se  wage in i ts e lf  a t that tim e
was in m any cases  a sufficient motive for w orkers to in c rease  the ir
productive efforts* It is  t ru e ,  th e re fo re , that the m ethods, techn i-
ques, and p rocedures  of scientific m anagem ent has actually  ra ised  the
standard  of living of the w orkers as  well as  that of society as a  whole.
Y iteles has rep o rted  that the productivity  of the average  worker in
T ay lo r 's  generation in creased  two and th ree  t im es , and in some case s
four t im e s ,  over the output of the average w orker in the generations
cq
preceding  scientific  m anagem ent, 7 Although a p a r t  of his in c re ase  in 
productivity  was due to the im provem ents in technology, a considerable  
p a r t  was ce r ta in ly  due to the application of the p rinc ip les  of scientific 
m anagem ent. Fo r instance, in spite of the fact that w orkers  used the 
sam e tools in Midvale Steel Company under Taylor m anagem ent, the 
application of new system s caused their  output to in c rease  alm ost two 
and one half t im es .
Scientific managem ent p rinc ip les  dem onstra ted  that the philoso­
phies, a ttitudes, and thoughts of m anagem ent until T ay lo r 's  tim e were 
g ross ly  substandard . The new approach was based  on objective 
a sse ssm e n ts  of facts ra th e r  than on g se isw o rk .
Scientific m anagem ent people developed the idea of tim e and 
motion study which was not known before the ir  work. Although many 
de ta ils  of Taylor and G ilb re th 's  methods concerning tim e and motion
^ V i t e l e s ,  _og._cit. , p. 16
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study may hold nothing m ore than h is to r ica l  in te re s t  at the p re se n t  
tim e, their cen tra l philosophy of the im portance of the scientific a p ­
proach  to m anagem ent lives on.
An im portant re su l t  of scientific m anagem ent is the development 
of objective s tandards to apply to a ll  phases of m anagem ent, and m anage­
m ents recognition of the im portance of re s e a rc h  fctudies in the field of 
p er sonnel admini s tra tio n .
Scientific m anagem ent developed the i dea of giving adequate 
attention to working conditions as they re la ted  to the health and well 
being of w orkers . A varie ty  of re s e a rc h  in te re s ts  a ro s e .  An im ­
portant subject for r e s e a rc h  involved the determ ination of health 
standards to be req u ired  for each c la ss  of work. Putting every  worker 
in the right job* plus sa tis fac to ry  conditions of work, reduced labor 
turnover and d ecreased  the accident ra te .
Job analysis was developed a s  a d irec t  re su lt  of the scientific 
m anagem ent approach. P ersonne l adm in istration  began studying the 
d ifferent jobs in the organ isation . P ersonne l ad m in is tra to rs  would 
analyze and grade the jobs according to their na tu re , the amount of 
tra in ing requ ired  of the worker* , labor costs  of living, and wage sca les 
of o ther plants which used the same labor m ark e t as a source  for their  
working fo rce s .  Out of job analysis  grew job descrip tions which a re  
fundamental to the operation of a personnel departm ent. Job descripti&ns 
a re  useful to personnel ad m in is tra to rs  in filling vacancies , to forem en
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and w orkers  in knowing the ir  duties and resp o n s ib ili t ie s ,  and to 
m anagem ent in designing promoting c h a r ts .
Another re su l t  of scientific m anagem ent was higher earnings for 
both skilled and unskilled w o rk ers . It ra is e d  wages for skilled w orkers  
by opening for them  m ore  opportunities for advancem ent and prom otions, 
and for unskilled w orkers  by enabling them to do work fo rm erly  done by 
skilled c la ss  only.
Scientific m anagem ent began the development of a sp ir i t  of coopera ­
tion and friend liness  between m anagem ent and w o rk e rs . The men w ere 
not as d isgruntled  a s  they had been under the old form  of m anagem ent.
It also prom oted  a feeling of security  and a confidence in m anagem ent. 
Such confidence is very  im portant in obtaining the cooperation of w o rk ers .
Scientific m anagem ent led to a m ore  equal division of responsib ility  
between m anagem ent and w orkers  than that which existed under any of the 
previous types of m anagem ent. The p rinc ip les  of scientific m anage­
m ent changed the general attitude toward the m anagem ent position and 
assigned the position with a  much la rg e r  share  of responsib ili t ie s  and 
new duties that had previously  been unknown. As a re su lt ,  m anagem ent
took over a ll the responsib ility  for planning and controlling the work.
/
Almost every  act of the worker was p receded  by one or m ore  p r e p a ra ­
to ry  acts  by m anagem ent, w hereas p rev iously  alm ost a ll  the work and 
the g rea te r  p a r t  of the responsib ility  w ere  thrown upon men who could 
not do the work as  it should be done.
4 2
The industr ia l engineers failed to convert m anagem ent to a 
science depending only on scientific studies. The question of whether 
or not scientific m anagem ent was actualLy "sc ien tific"  depends upon 
whether or not it actually  d iscovered  some m eans by which the p r o ­
duction p ro cess  would be reduced to a b a s is  of exact* objective law s. 
Because the production p ro c e ss  depends upon both the m echanical and 
human fac to rs  the answ er d iffers from one factor to ano ther. With r e ­
spect to the m echanical factor scientific managem ent appears  to have 
d iscovered  and estab lished  the objective lawB which underline the m ost 
efficient m echanical a r r a n g e m e n t s . ^  As for the human factor* sc ien ti­
fic management did not es tab lish  any definite law s. Therefore* m anage­
ment is  not an exact science* and cannot be* because  human reactions 
a re  dynamic ra th e r  than s ta tic . Business conditions a re  always 
changeable from  one tim e to another* and no ce r ta in  fo rm ulas or exact 
laws can be applied in all case s  at every  tim e . Management* until the 
p re sen t  time* is an a r t  o r  a philosophy which depends upon the judg­
m ent of the people at the m anagem ent level m ore  than the re su l ts  of 
experim ents and r e s e a r c h , ^
Moreover* such an em phasis upon the individual w orker prevented
F . Hoxie* "Scientific Management and Labor W elfare*"
The Journa l of P o litica l Economy* XXIV (1916), 844,
G. G lover, Fundam entals of P ro fess io n a l Management 
(New York: Simmons Boardm an Publishing Corp.* 1958), p . 3.
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the scientific m anagem ent people from  recognizing the im portance of 
the in form al organization in the shop. Such an inform al o rgan iza ­
tion is  regarded  at the p resen t tim e as the key to the understanding of 
industr ia l re la tio n s . In the W estern E lec tr ic  s tud ies , it was found that 
w orkers  had developed an inform al organization which differed from  the 
form al one. This inform al organization exerc ised  an im portant in ­
fluence on the behavior of the w orker, often effectively countermanding 
the official o rd e rs  of the fo rm al o rg a n iz a t io n .^
In alm ost a ll  instances capita l has received  the highest sh a re  of 
the ex tra  p ro fits  resulting from  the in c rease  in the workers* production, 
even though the share  of profit d is tr ibu ted  to the w orkers  has often led 
to a la rg e  in crease  in their daily wages* This led union lea d e rs  to con­
clude that the p r im a ry  purpose  of scientific m anagem ent was to in c rease
profits  for managem ent ra th e r  than to d is tr ibu te  p ro fits  in a fa ir  way
64among m anagem ent, w o rk e rs ,  and society, a s  Taylor c la im ed. 
T here fo re , the charges of union lead e rs  against scientific m anagem ent 
a re  true  to a c e r ta in  deg ree . Although Taylor*s methods increased  the 
w orkers  output by 269 per cent, the in c rease  in wages was only 60 per 
cent. ^  There is no evidence that he gave society  its share  of p rofits
^ D ie b o ld ,  op. c it .  , p. 27.
^ R .  Lakert, "Motivation and Increased  P ro d u c tiv ity ,"  M anage­
ment Record, XVIII (1956), 128.
^ C o p le y ,  op. c it .  , p. 51.
65 Taylor, The P rin c ip les  of Scientific M anagem ent, pp. 43-47.
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through low p r ic e s ,  which im plies that he kept the r e s t  of the p ro fits  
for the em ployer. T here fo re , it seem s that the im m ediate effect of 
his sys tem  was p r im a r i ly  to in c rease  the p ro fits  of capital. However, 
it is  true  that scientific m anagem ent leads to high wages, high p ro f its ,  
and low p r ice s  if it is  applied in industry  on a la rge  scale .
F inally , the acceptance of psychology in industry  is an indica­
tion that scientific m anagem ent was not sufficient in i tse lf  to m eet the 
demands of an industria l c iv ilization. While Taylor did not put much 
em phasis upon the im portance of psychology in industry , there  a re  
o thers  such as Lillian Gilbreth who recognized psychology as a g rea t 
factor in the efficiency of w orkers . This led som e w rite rs  to believe 
that the f i r s t  work in industria l psychology was perfo rm ed  by industria l 
engineers and not by p rofessional p s y c h o lo g is t s .^  Actually, tim e, 
fatigue, and motion studies a re  based on severa l psychological p r in ­
c ip les , but Taylor and his colleagues failed to submit to experim ental 
analysis the motivating fac to rs ,  which a re  p resen t in m an, that influ­
ence h is effectiveness in work. At the sam e time Taylor did not give 
consideration to any experim ental study of the nature  of the skill which 
he p r im a r ily  concerned h im self. For these  reaso n s  the contributions of 
industr ia l  engineers to the p rocedures  of psychology as  applied to in ­
dustry  a re  very slight. However, T ay lo rrs em phasis on the human
^ V i t e l e s ,  op. c it .  , p. 16.
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factor was ex trem ely  influential in p rep a r in g  the ground for la te r  in­
d u s tr ia l  psychology stud ies . His w ork, and the work of the o ther 
p io n ee rs  was of considerab le  influence in the development of ind u s tr ia l  
psychology in two d irec tio n s . F i r s t ,  industr ia l  psychology was given 
the chance to m ake the req u ired  r e s e a rc h  in industry  on the ground that 
it helped scientific  m anagem ent to achieve its  goals. Second, the 
thoughts, approaches and opinions of industr ia l  eng ineers  have both 
d irec tly  and ind irec tly  affected the scope of objectives of in d u s tr ia l  
psychology.
SUMMARY AND CONCLUSION 
Although the genera l philosophy of scientific  m anagem ent ap­
p ea red  to im prove labo r-m anagem en t re la t io n s ,  its  underlying ph il­
osophy had ex trem ely  dangerous ram if ica tio n s . On the o ther hand, 
the o v e r-a l l  contribution of scientific m anagem ent to pe rsonne l ad­
m in is tra tio n  was g rea t .  Its influence has been en larged  and extended, 
and those who specia lize  in the field of personnel adm in is tra tion  re ly  
heavily upon the p r in c ip le s ,  philosophies, and techniques that w ere  
used o r  mentioned by Taylor and his co lleagues .
In conclusion, se r io u s  p rob lem s and adverse  effects appeared  
as-a  re su l t  of applying scientific m anagem ent in industry . Some of 
these  p rob lem s w ere due to poor and nonscientific  se lec tion  m ethods.
M. Bellow, Psychology of P e rso n n e l in B usiness and 
Industry  (New York: P re n tic e  Hall, Inc, , 1949fc p. 287.
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O thers were re la te d  to the adverse  effects of psychological fatigue on 
w orkers . Still o ther p rob lem s can be traced  to the changes in a t t i ­
tudes and opinions of w o rk e rs ,  m anagem ent, and government toward 
each o ther. The balance of th is study is devoted to a d iscussion  of 
these p rob lem s.
C H A P T E R  ID
THE MOVEMENT OF INDUSTRIAL PSYCHOLOGY AND 
ITS CONTRIBUTION TO SELECTION PROBLEM
As a science psychology is re la tive ly  new. The beginning of r e ­
sea rch  in th is field dates from  1879* when William Wundt at the Uni­
v e rs ity  of Leipzig , G erm any, established the f i r s t  labo ra to ry  of experi­
m ental psychology which was especially  devoted to the scientific study 
of human behavior. During these ea r ly  y e a rs ,  people w ere studied in 
lab o ra to ries  ra th e r  than in their working p laces . In te res ts  in personnel 
p rob lem s w ere founded in ea r ly  psychological experim ents . The work 
of J .  E . M arey in 1878, A. M asso in 1888, J .  Ioteyko in 1904, and A. 
Im bert in 1907, in fatigue and its effect on efficiency of w orkers , a re  
some exam ples of these  early  experim en ts .  ̂ Thus, although every 
branch of psychology is young, industr ia l psychology is one of the 
youngest.
Wundt gave the m ost complete expression  of his tim e to the 
scientific force that was rem aking psychology. His influence was 
ex erc ised  not only in G erm any, but a lso  ind irectly  its  influence was 
felt in other industria l countries  through his students who c a r r ie d  back 
to the ir  homelands h is m ethods and views. These methods and views
*M. S. V iteles , Industria l Psychology (New York: W. W. Norton 
fc Co. , 1932), p . 40.
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affected the development of industria l psychology in those coun tries .
In the United States Hugo M unsterberg , a fo rm er student of 
Wundt, is  recognized by many w ri te rs  as  the founder of m odern  in ­
d u s tr ia l  psychology. He is considered as the f i r s t  psychologist who 
took the psychological techniques out of the labo ra to ry  and applied 
them in offices and workshops. His work and approach is a m arked  
advance in the field of applied psychology. No actual attention was 
given by m anagem ent to the value of psychology in personnel p rob lem s 
before his work, Jam es  Mckeen C atte ll ,  a product of the Leipzig 
labo ra to ry , founded the Psychological Corporation in 1921. It is  the 
oldest and la rg e s t  consulting organization which se rv es  as an agency
for bringing business  and industria l le ad e rs  in contact with authorized
2
experts  in psychology.
In this country the growth of industr ia l psychology is la rge ly  the 
product of the re s e a rc h  cen te rs  at the u n ivers it ie s  which have found 
in industry  a labo ra to ry  for their re s e a rc h  s tu d ies .^  In 1915 the f i r s t  
division of re s e a rc h  in applied psychology in an A m erican  un ivers ity  was 
founded at the Carnegie Institute of Technology, under the d irection of 
P ro fe sso r  Walter V. Bingham, This center did some e lem entary  studies
2
D. A, L a ird  and E . C. L a ird , P ra c t ic a l  Business Psychology 
(New York; The Gregg Publishing Co. , 1951), p, 28.
B. V. Moore and G. W. H artm ann, Readings in Industrial 
Psychology (New York; D. Appleton &c Co. , 1931), p. 5.
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of the effect of psychology on personnel behavior and vocational guid- 
4
ance. R esearch  cen te rs  at other un ivers ities  were rapidly in c re a s ­
ing in number during and after World War IX.
Although the growth of industria l psychology in the United States 
was large ly  the product of individual initiative* its  development has 
been fu rthered  by a few organisations established for the purposes of 
cooperative r e s e a rc h ,  coordination of s tud ies , and the exchange of in ­
form ation in this field. Consulting on prob lem s of a psychological 
nature  is big b u s in ess ,  and has advanced rapidly , especially  since 
World War I.
THE VOCATIONAL GUIDANCE MOVEMENT
In addition to the influence of scientific m anagem ent on industria l 
psychology, another movement is believed to have helped its  r i s e .  At 
the time this movement was founded it had nothing to do with industria l 
psychology, yet it led to the need for psychological analysis  in industry . 
This movement is  the vocational guidance m ovem ent.
Vocational guidance is the p ro cess  of d irecting  young people to 
find their occupation, p ro fession , trade  or business by enabling them 
to analyze their aptitudes, ab ili ties , re s o u rc e s ,  and lim ita tions . Its
Ib id . , p. 5.
®H. M unsterberg , Psychology and Industrial Efficiency (New 
York: HoUghton Mifflin Co. , 1913), p. 39.
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necessity  a r i s e s  p r im a r ily  from  the complexity and the actual condi­
tions of specialization in m odern  industry . The same conditions that 
c rea ted  the employment problem  has also resu lted  in a demand for 
vocational guidance. ^
It is  difficult to trace  the beginning of vocational guidance. How­
ev er ,  F rank  P a rso n  is acknowledged as founder of the scientific voca-
7
tional guidance m ovem ent, although he was never a psychologist but 
a m athem atician  and engineer. He did not m eet Taylor, but the two 
recognized that m isplacing w orkers was the m ain  problem  from  which 
industry  suffered. The two, how ever, differed in their approach in 
solving this p rob lem . While Taylor d ism issed  those whom he thought 
w ere m isp laced , P a rso n  tr ie d  to study and analyze the ab ilities  of each 
individual to guide him  in his best vocation. P a rso n ,  in his work, did 
not think of improving the human elem ent in industry  as  much as im ­
proving the human life i tse lf .  His work was indirectly  of g rea t value 
to the labor force in industry .
The system  he used was a questionnaire , not a te s t .  Although it 
covered a wide range of information and knowledge, little  scientific in ­
formation could be obtained from  it, since the whole system  depended 
upon the ability of the individual to analyze h im self  by m eans of self
^C. H. G riff it ts ,  Fundam entals of Vocational Psychology (New 
York: The M acmillan Co. , 1924), p . 344.
7
B. Muscio, L ec tu res  on Industrial Psychology (3rd, e d . ;
New York: E. P .  Dutton lc Co. , 1925), p . 110.
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Investigation. In rea lity  P a rso n  did not analyze people* a s  one is led 
to believe from  reading his book for the f i r s t  tim e; ra th e r  he en­
couraged his c lien ts  to analyze them se lves . Moreover* some of the 
questions used in the system  a re  very  difficult to answer* even with 
the help of the counselor, since they a re  e ither too elastic  and not 
clear* or need a g rea t imagination as  well as  a considerable  knowledge 
of psychology on the p a r t  of the applicant. Since m ost of the applicants 
a re  young people between 16 and 19 y ears  of age* it is  doubtful if 
answ ers  of im portant value could be obtained from  such a system . 
P a rs o n 's  system  could be called self guidance ra th e r  than vocational 
guidance. Another c r i t ic ism  that could be levied against his system  is 
that P a rso n  was too dogmatic in that which he told the individuals who
consulted him* in spite of the fact that a self analysis  plan depends upon
9
invalid psychological p r in c ip le s . A th ird  c r i t ic ism  is the fact that he 
placed considerable  value on the physical appearance of the applicant in 
his decisions* which involved injustice to and misjudging of m en. Finally* 
the scope of h is  work is lim ited and the p lacem ent, the follow-up work, 
and guidance accompanying employment a re  not vital p a r ts  of his plan.*®
®F. P a rso n , Choosing a Vocation (New York: Houghton Mifflin 
Co. , 1909), p. 26.
q
J .  M. B rew er, The Vocational Guidance Movement (New York: 
The Macmillan Co. , 1925), p. 22.
10I b i d . , p .  23 .
52
IMPORTANCE O F PSYCHOLOGISTS1 CONTRIBUTIONS TO
INDUSTRY
The im portance  of in d u s tr ia l  psychology to m anagem ent is  con­
s id e rab le . F i r s t ,  it is  an aid to m anagem ent in getting the m axim um  
use  of p e rso n n e l by utilizing psychological knowledge in se lecting  w ork­
e r s  on the b a s is  of n a tu ra l  f i tness  and by determ ining  the environm ental 
conditions under which the g re a te s t  and m ost sa tis fac to ry  output can be 
obtained. Second, it  is  c lose ly  re la te d  to the causes  of ind u s tr ia l  u n re s t  
a sso c ia ted  with such fac to rs  as  ab sen tee ism , excessive  labor tu rn o v e r ,  
g r iev an ces , lockou ts , s t r ik e s ,  and picketing. ^  T hird , since sen io rity  
is  the p r im a ry  c r i te r io n  used  when layoffs m ust be m ade it is  of g rea t 
im portance  to m anagem ent to m ake su re  that every  w orker is  a s a t i s ­
fac to ry  one before  the w orker begins to accum ulate  sen io rity . F ou rth , 
in d u s tr ia l  psychology is a m eans of encouraging and prom oting  dem o­
c ra c y  in in d u s try  and thereby  enhancing the sa tisfac tion  of em ployers  
and em ployees.
The contributions of in d u s tr ia l  psycholog is ts  to personnel p rob lem  
fall m ostly  within two genera l p h ases .  The f i r s t  is the selection  p ro b ­
lem , which n e c e ss i ta te s  se v e ra l  techniques for m easu rin g  the app lican t 's
^ R .  M. Bellow s, Psychology of P e rso n n e l  in B usiness  and 
Industry  (New York: P re n t ic e  Hall Inc. , 1949)* p . 287^
12 J .  Tiffin, In dustr ia l  Psychology (3rd , ed. ; New York: P re n tic e  
H all, I n c . ,  1952), p . 2.
53
capacity  and ability . The second is  the development of ind u s tr ia l  e f­
ficiency. This second phase includes e lim inating u n n ecessa ry  fatigue 
and monotony, a rrang ing  environm ental conditions that a re  psycho­
logically  favorable , and prom oting  sa tis fac tion  and m o ra le .  ^
EVALUATION OF THE PSYCHOLOGISTS* WORK TO THE
SELECTION PROBLEM
Im provem ents in selection techniques constitu te  the m ost im ­
portant contributions of psycholog is ts  to pe rso n n e l adm in is tra tion .
The contributions of ind u s tr ia l  psychologists  to the se lection 
prob lem  is fa r  g re a te r  than that of in d u s tr ia l  en g in eers . The industr ia l  
psychologist*s approach  to the p rob lem  is to study the worker*s ab ility , 
aptitude, c h a ra c te r ,  and p e rso n a li ty  before  putting him on the job.
While the ind u s tr ia l  eng ineers  t r ie d  to solve th is p rob lem  in a negative 
14
way, the psychologists  obtained considerab le  su ccess  in this re sp ec t  
in a m ore  positive  way through the ir  studies in d ifferen tia l psychology, 
in terv iew s and te s ts .
Significance of Individual D ifferences in Industry
Each individual re p re se n ts  a combination of su p e r io r ,  average ,
■ - ' ■■« ■
13H. E . B urtt, Psychology and Industria l Efficiency (New York:
D, Appleton & Co. , 1931), p. 3. ’
14 This was a ttem pted by putting the w orker on the job as a method 
for studying h is ability  and capacity . Actually it is the only way to know 
the re a l  ability  of a p e rso n  and h is su itability  for a c e r ta in  job, but it  is 
an expensive and tim e consuming p ro c e s s .
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and in ferio r t r a i t s .  The same job may be of g rea t satisfaction  to one* 
monotonous to another, and beyond the capacity  of a third* Since each 
individual is usually  m ore  sa tisfied  when he finds an outlet for the 
ab ilities  and energ ies he m ay possess* and if the job req u ire s  ab ilities  
that he does not p o ssess  and cannot develop* fa ilu re  in perform ing  this 
job will usually  result* On the other hand* if the job calls  for only a 
p a r t  of th is energy* the ex tra  energy not used in the job is usually r e ­
leased  into some other channel* and usually  goes in a d irection  that 
fails to benefit e ither the employer o r  the employee h im self .  This 
m akes individual d ifferences the m ajo r p rob lem  around which m ost of 
the psychological re s e a rc h  is concerned.
Thoughtful pe rso n s  in a il  periods of h is to ry  have been confronted 
with the fact of individual d ifferences . The ancient philosophers as 
well as those of the p resen t century  recognized its  ex istence. There 
a re  two theo ries  concerning this subject. The f i r s t  holds that the 
potentialities for a lm ost unlim ited development re s id e s  in every  hum an . 
The d ifferences in individual t ra i ts  a re  derived  from  the d ifferences in 
the individual*s background* and it a ssu m es  that d ifferences between 
individuals d isappear by providing opportunities for them to develop 
them se lves . It fa ils ,  how ever, to in te rp re t  the reason  why differences 
a re  still  found among individuals, even if they a re  given the same
^ T i f f i n ,  op . c i t .  * p .  8 .
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opportunities. ^
The second theory assum es that d ifferences between m en a re
natu ra l facts that cannot be ignored. Plato d iscussed  this problem
in the Republic c lea r ly  believed in th is theory  when he said that no two
persons  a re  born  exactly the same* but each differs from  the other in
17natu ra l endowment. However, neither of these theo ries  rela ting  to
18human individuality can be proved or d isproved.
Most of the ea r ly  experim ental psychologists were p r im a r ily  
in te res ted  in discovering general laws of human nature  which would 
hold for every  individual. Since the individual d ifferences were an ob­
stacle in discovering such law s, the r e s e a rc h e r s  tended e ither to ignore 
these d ifferences or to reg a rd  them in the na tu re  of experim ental 
e r r o r s .  The r i s e  of experim ental psychology delayed the study of 
individual d ifferences and shifted the efforts away from studying it 
ra th e r  than towards it .  Its only contribution to the development of a 
differential psychology is to be found in its  dem onstra tion  that psycho­
logical phenomena a re  amenable to objective and even quantitative in ­
vestigation, that psychological theo ries  can be tes ted  by actual data, and
E. T y le r , The Psychology of Human Differences (2nd. ed. ; 
New York: Appleton Century C rafts  Inc. , 195£>), p. 4.
^ A .  A nastasi, Differential Psychology (New York: The
Macmillan Co. , 1937), p. 5.
18 T y le r ,  op . c i t .  , p .  7.
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that psychology could become an em pirica l science* Such steps were 
requ ired  before theo ries  about the individual could be rep laced  by
19
studies of individual differences*
The analysis  of any problem  of human behavior in industry  leads
to a  consideration of individual differences* and ra is e s  the question of
how and why individuals d iffer. In spite of the sam e incentives* the
sam e working conditions* the sam e machines* and the sam e train ing
program s* w orkers  differ in their productivity . Individual d ifferences
in production a re  la rge  enough that they cause serious d ifferences in
overhead expenses and capita l investm ents . David W echsler concluded
that the l im its  of m ost human t r a i ts  m ay be approxim ately  exp ressed  by
the ra tio  of two to one; in other words* the m ost efficient opera to r  p ro -
20duces m ore  than twice as much as  the leas t  efficient one. Other
studies done by C lark  L. Hull re su lted  in conclusions s im ila r  to those
obtained by W echsler. However* he concluded that among individuals
ord inarily  regarded  as normal* in the average vocation* the m ost gifted
21will be between th ree  and four tim es as productive as the poorest*
He based h is  conclusion on the fact that ex trem ely  poor w orkers do not 
continue on the job.
It is  a lm ost im possible  to make people identical in their capacity
19Anastasi* op. cit* * p. 11.
2 0 D. W echsler, The Range of Human Capacities (Baltim ore:
The W illiams It Wilkins Co^* p. S i ,
^ C .  1*. Hull, Aptitude Testing (New York: World Book Co. , 1928), 
p. 36.
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and p roductiv ity  and to rem ove  th e ir  individual d if fe ren ces . In any 
given type of ac tiv ity , m ost p e rso n s  tend to be of m edium  ab ility  or 
ap titude. F ro m  this m iddle ab ility , the num ber of individuals a t each 
step g radually  d im inish  tow ard the ex tre m e s  of g rea t  and sm a ll  ab ility . 
F ina lly , a point is  reach ed  beyond which no p e rso n s  at a ll  a r e  found. ^  
H ow ever, tra in ing  m ay have m ost effect upon these  individual d i f fe r ­
ences . It in c re a s e s  the d ifferences in the fa ir ly  com plicated  ta sk s ,  
d e c re a se s  them  in the sim ple ones o r  does not affect them ; but it  a l ­
ways in c re a s e s  the magnitude of individual d ifferences*^^  W hatever, 
m ay  be the effect of tra in ing  on the magnitude of individual d iffe ren ces , 
it  seem s c le a r  that tra in ing  seldom  changes the re la tiv e  standing of 
individuals in th e ir  ab ility  to p e rfo rm  any given ta sk . T h ere fo re , 
industry  should not expect tra in ing  p ro g ra m s  to bring a ll  w o rk e rs  up to 
the sam e high level of efficient p e rfo rm an c e , and since p e rfe c t  p r e ­
d ic to rs  of job su ccess  have not yet been dev ised , individual d ifferences  
in employee pe rfo rm an ce  will s t i l l  be found, even if every  effort is 
m ade to se lec t only those who a re  m ost like ly  to succeed .
Evaluation of the Im portance of Interviewing
Although the in terv iew  is  widely used  by the m a jo r ity  of f i rm s  as
^ W .  V. D. B ingham , Aptitudes and Aptitude Testing (New York: 
H a rp e r  It B ro th e rs  P u b l is h e r s ,  1937), p. 29.
^ T i f f in ,  op. c it .  , p. 24.
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an im portant step in their employment procedures* it is  n everthe less
one o£ the lea s t  scientific  o f  se v e ra l  available personnel selection
m ethods. Even in the hands of the experts* the interview  has been
shown repeated ly  to be very  undependable with low re liab ility  and little
24assu ran ce  of validity and utility* and it does not d ifferentia te  with 
sufficient accuracy  individuals with high potential feom those with low 
potential.
Taylor used the interview  method as the sole selection tool in 
his employment procedures* but the objective he sought from  such 
an interview  was com pletely  different from  the objective of industria l 
psychologists . T ay lo r 's  purpose  in interviewing the individual was to 
determ ine whether the worker was willing to c o t f e r a te  with the new 
system  and was ready  to obey the o rd e r s .  The psychologists* on the 
other hand* used it as  a way to study the behavior and c h a rac te r  o t  the 
applicant. Actually the interview  as  used by Taylor was not p a r t  of an 
employment procedure* and in rea lity  it should not be called an em ­
ployment interview .
The interview  is based on the assum ption that the im press ion  
the in terv iew er gets from  the in terview  re p re se n ts  a good sample of 
the ch a rac te r  and personality  of the interview ee on which an evaluation 
for his ability  to hold a ce r ta in  job could be m ade. Since the behavior of
a
J .  G. Jenkins* Psychology in B usiness and Industry  (New York: 
John Wiley tc Sons* Inc.* 1935)* p. 72.
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the individual changes from  day to day* and even from  hour to hour* 
producing m arked  differences in his ability to perform* th is f i r s t  im ­
p ress io n  in many cases  does not re p re se n t  the rea l  facts about the
25ability  of the individual. Thus the interview may produce variations 
that re su l t  in a non-rep resen ta tive  perform ance  and <in an inaccurate  
a sse ssm e n t of the interviewee*s ab ilities  and personality  t r a i t s .  M ore­
ov er, judging individuals by appearance and physical fea tu res  p lays an 
im portant p a r t  in the interview reg a rd le ss  of its  unreliab ility . The ob­
servation  method is ex trem ely  dangerous and inadequate in cases  where 
the estim ation  involves high positions. However, this method is likely 
to be successful for the jobs that depend la rg e ly  upon the im press ion  
which the applicant can make in a short in terview . ^
No actual scientific ru les  or p rinc ip les  w ere  developed for the 
interview p ro c e ss .  Its re su lt  depends to a g rea t degree upon the 
pe rsona l judgment of the in terv iew er h im self. It is  difficult to find 
in te rv iew ers that ag ree  on one decision as to the same applicant* even
if they agree  on the c h a ra c te r is t ic s  requ ired  in the applicant* to hold
27
the job and the re la tive  im portance of each t ra i t .  Well selected 
and highly tra ined  in te rv iew ers  may overcome to a certa in  degree this 
w eakness. However, although they might have the same training
25
D. A. Laird* The Psychology of Selecting Men (2nd. ed. ;
New York: McGraw Hill Co. , 1927|, p. 107.
26
Moore and H artm ann, op. c it. * p. 122.
27H. C. Smith* Psychology of Industrial Behavior (New York: 
McGraw Hill Co. , 1955), p . 337.
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p ro g ra m s , the sam e educational standard , the same background and 
the same ins truc tions , s ti ll  they differ in their pe rsona l judgment of 
the sam e thing.
It is  im portant to know the emotions of the w orkers; how ever, 
the in terview  m ay fail wholly or in p a r t  by misjudging ce r ta in  fac to rs  
such as  the applicants ability to get along with people, his depend­
ability , %oneaty, loyalty, p e rs is te n c e ,  and o th e rs .  T herefore  the 
interview  is not of a g rea t value to personnel adm in istra tion  in the 
selection p ro c e ss .
Evaluation of T ests  an an Employment P rocedure
The psycho lo tis ts1 g rea te s t  p rac t ic a l  contribution to personnel 
adm in istra tion  has been the development of te s ts  as  an aid in selection. 
In fact, m ore work has been done in psychological testing than in any 
other a re a  of industria l psychology, but testing is by no m eans the 
whole of scientific se lection, nor a re  te s ts  to be thought of as an a l ­
terna tive  to other selection m ethods. In con tras t to the interview , 
lit t le  pe rsona l judgment is  involved in the te s ts  and the only m e a su re ­
ment of the ability  of the applicant is his actual perform ance  in the tes t  
i tse lf .
Employment te s ts  a re  a product of p rac tica l  industria l needs 
quite as definitely as they a re  a na tu ra l outgrowth of the psychological 
study of the ab ilities of the individuals* These two sets of fo rces have 
worked together in the stim ulation and shaping of psychological te s ts  for
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28business purposes*
It is  now m ore  than half a century since te s ts  w ere  f i r s t  devised
and used in psychological lab o ra to r ie s .  Investigations like those of
E . Li* Thorndike on fatigue in 1900, and by R* S* Woodworth on
tran s fe r  effects of training which was published in the following y e a r ,
were based on te s ts  of a kind that have been of g rea t value in analytical
29investigations of intelligence and in group comparisons* 7 But the 
f i r s t  rea lly  influential suggestion toward utilizing te s ts  in industry  
came from M unsterberg in 1913* Actually h is  experim ents w ere de ­
signed to show a method ra th e r  than a resu lt;  in fact, they have never 
been adapted to com m erc ia l life* ^  Since that tim e the use of te s ts  in 
industry has increased  greatly*
G reat em phasis was placed on psychological te s ts ,  and significant 
contributions in this field w ere made during and after both World Wars* 
The p ress in g  need for maxim um  utilization of manpower in the shortes t 
possib le  tim e made the value of psychological testing  and other 
psychological devices apparent* During World War I, a number of 
re su l ts  w ere obtained in the a rm y  with the A rm y Alpha and Beta te s ts ,
28A. W. K ornhauser and F* A* Kingsburg, Psychological T ests 
in Business (Chicago: The U niversity  of Chicago P r e s s ,  1924}, p* 77.
29J .  P e te rso n , E ar ly  Conceptions and Testa of Intelligence (New 
York: World Book Co*, 1^26), p. 113,
^ B r e w e r ,  jog* cit* , p .  156.
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both of which a re  now used in industry  in the selection procedure*
During World War n, the Army G eneral C lassification  te s ts  w ere
developed and after the war they w ere published for industr ia l use*
The now fam ilia r  te rm  "m ental te s ts "  was f i r s t  used by C attell 
31in 1890 He followed F ra n c is  Galton in combining physical with m ental 
t e s t s v but he went fu rther in the method than Galton had done; he e m ­
phasized the necessity  of standardization of the p rocedure  in the ad-
, 32
m in is tra tion  of the te s ts  in o rd er  to secu re  s tr ic t ly  com parable  results*
A m ajor development in the m easu rem en t of human efficiency was the 
intelligence te s ts  orig inated  by A lfred Binet from  1905 to 1911* The 
Binet te s ts  w ere an advancem ent over p rev ious te s ts  in that they w ere  
intended to m easu re  genera l in telligence, w hereas the o thers  had 
m easu red  separa te  functions of the nervous system .
Each job involves a pa tte rn  of ab ilities and t r a i ts  which v a rie s  
from  one job to ano ther, and since these  ab ilities  a re  not only n u m er­
ous but also varied  in kind, and since some of them depend upon ex­
perience  while o thers  depend on good development and hered ity , d ifferent 
types of te s ts  w ere developed for unskilled, sem i-sk il led , and skilled 
w o rk e rs . In genera l, te s ts  m ay be subdivided into five basic  types: 
in telligence, aptitude, t rad e ,  pe rso n a li ty , and in te re s t  tests* The 
development and use of te s ts  in industry  is w idespread at the p re sen t  time.




Psychological te s ts  a re  based  on the assumption that they give 
a random sample for the re a l  behavior of the individual and that the 
sample m easu red  is sufficient to p red ic t the m ost usual or typical 
functioning of the applicant in the future. R egard less  of the fact that 
te s ts  a re  carefu lly  organized and well designed, they cannot be used 
as accura te  m easuring  devices for in telligence, aptitude, in te re s t ,  or 
personality  because individuals differ in their m ental and physical 
ability  from  time to tim e. F u r th e rm o re ,  in many instances , the 
score  for the sam e person  on different te s ts ,  o r  even on the same
te s ts ,  have varied  from  m ediocrity  to superiority  over a period  of
33tim e . These re su l ts  indicate that the im portant fac to rs  that affect 
the score  of te s ts  cannot be accura te ly  controlled or m easu red . They 
also indicate why it is usual to find that psychological testing c o r r e ­
la tes  im perfectly  with job success . However, in spite of the fact that 
these co rre la tions  a re  very  low, this re lationship  is nevertheless  useful, 
for even such slight help in p redic ting  success  is worth the effort and 
cost of giving te s ts .
All these fac tors  cause te s ts  to be le s s  than complete m e a su re ­
m ents of individuals1 ab ili ties . However, to the p re sen t  time the tes t  
is the m ost im portant m easurem en t tool used to make com parison
33J .  L. R osenste in , Psychology of Hfrman Relation for Execu­
tives (New York: McGraw Hill Co. , 1936), p. 128,
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between people and judge the ir  a b i l i t ie s ,  even if th e re  is  a c o n s id e r ­
able e r r o r  in the re s u l ts  obtained through testing* A ctually , te s t in g 's  
g rea te s t  danger is  in being oversold* H ow ever, experim en ts  show that 
te s ts  a re  le s s  subject to e r r o r  and le s s  m islead ing  than the trad itiona l 
m ethods of judging the applicant through the application blank, le t te r  
of recom m endation , school r e c o rd s ,  and so fo rth , which a re  low in 
re l iab il i ty  and objectiv ity . Since te s ts  do not solve com pletely  the 
personnel se lec tion  p ro b lem , but only m ake it poss ib le  to e lim inate
the percen tage  of those who a re  bound to fa il ,  the ir  value in th is  sense
34is  a negative one*
The v e ry  se r io u s  w eakness in using psychological te s ts  is  r e ­
vealed in the t e s t 's  inadequacy to d iscover the m o ra le ,  and em otional 
quantities of the individual* Since te s ts  a re  not a ccu ra te  for m e a s u re ­
m ent of such fa c to rs ,  they do not provide an infallible method for 
se lec tion . On the o ther hand, the use  of te s ts  possib ly  help develop­
ing the d e s ire d  m o ra l  qualities  and a m ean of preventing  their 
exhaustion. If an individual succeeds a t h is  work within a reasonab le  
length of t im e , he is likely  to m ain ta in  these  qua lities . If he fa i ls ,  he 
m ay  gradually  lose  them . His m o ra l  r e s is ta n c e  and e n e rg /  m ay be ex- 
haused by the difficulty and unfitness of the w ork to which he was 
ass ig n ed , w h ereas  the opposite m ay be true  where he is assigned  to
34H. C. Link, Em ploym ent Psychology (jNew York: The
M acm illan Co* , 1924), p . 202*
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work which he is  capable of doing pe rfec tly .
In conclusion, psychological te s ts  have lit t le  value to p e rsonne l 
adm in is tra tion  in de term in ing  individual m otivation. M oreover, a l ­
though psychologists  have developed a technique to d e te rm ine  which 
of two m en is b e tte r  able at a given tim e to p e rfo rm  a new ta sk ,  they 
have no technique for de term in ing  which of the two m en would finally
becom e the b e tte r  w orker a t the ta sk ,  o r  for de te rm in ing  in what ta sk
35any m an would reach  h is  g rea te s t  developm ent.
SUMMARY AND CONCLUSION
On the b a s is  of inform ation brought out in th is chap ter  a genera l 
observation  can be m ade that ind u s tr ia l  p sycho log is ts , through the 
development of in terv iew  and te s t  techn iques, have m ade a contribution 
toward the im provem ent of the se lec tion  p ro ce d u re .  These techniques 
com prise  the m ajo r m eann of se lec tion  in industry  at the p re s e n t  tim e 
by the m o re  p ro g re s s iv e  com panies . Even with th e ir  inadequacies, they 
provide m anagem ent with a b e tte r  m eans of selection  than that which 
was available  in the p a s t .
35R. F .  Hoxie, "Scientific M anagement and Labor W e lfa re ,"  
The Jou rna l of P o li t ica l  Econom y, XXTV (1916), 845.
C H A P T E R  TV
EFFECTS OF PSYCHOLOGICAL FATIGUE ON WORKERS4 
PRODUCTIVITY AND ACCIDENT RATE
It was stated in Chapter II that during the "Scientific Management" 
period the industria l engineers put m ost of their em phasis on developing 
methods to reduce the physiological fatigue of w orkers . That action, 
from  their point of view, was due p r im a r i ly  to the general charac te r  
of industry . At that time production depended to a considerable  degree 
on the physical efforts of labor. However, the status of industry  at the 
p resen t tim e d iffers from  that of the pas t .  The amount of output is no 
longer fully dependent on the physical factor; it now depends upon the 
ability  of the w orkers  and the effectiveness of their work. This la t te r  
factor depends upon the w orkers  "will to w o rk ,"  which, in turn  depends 
upon physiological and psychological fatigue. In this chap ter , the effects 
of psychological fatigue on w o rk e rs1 productivity  and accident ra te  is 
d iscussed .
PH YSIOLOGICAL FATIGUE HAS LITTLE E FFE C T  
UPON PRODUCTIVITY
The curve of output d iffers completely at the p resen t time from 
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FIGURE 1
THE CURVE OF OUTPUT IN INDUSTRY IN THE 1920*8





page 67) which he assum ed was a typical curve of output at that time* * 
This curve showed a steady increase  in output until it reached  its 
m axim um , then it decreased  until the end of the morning period* The 
curve of the afternoon period  took alm ost the same shape as that of 
the m orning period except that it was at a lower level. Since the output 
ra te  d ecreased  at the end of both pe rio d s , and since the d ecrease  was 
g rea te r  in the afternoon than in the m orning, it could be in te rp re ted  
that physiological fatigue affected the ra te  of output. However, the re  
is  no evidence fully to support this trend: this reduction could be a t ­
tributable  to fo rces  other than physiological fatigue*
At the p re sen t  tim e the shape of the output curve is en tire ly  dif­
feren t. In 1949, B arnes  p resen ted  a curve (See F igure  2, page 69) 
which he assum ed was a typical curve for the output in m odern 
industry . ^ This curve showed a fa irly  uniform output throughout the 
day. This uniform ity was due to the fact that m echanization had b e ­
come the general c h a rac te r is t ic  of industry , and that the worker did not 
use as much of his physical energy as he used in the p a s t .  S tegem erten 
took this same approach and stated  in 1935 that the physical r e q u ire ­
m ents of a task  at that time w ere very  sm all, ^ He pointed out that it
*F. S. L ee , The Human Machine and Industria l Efficiency (New 
York: Longmans G reen fc Co*, 1919), p. 12.
2
R* M. B a rn es , Motion and Time Study (3rd* ed. ; New York:
John Wiley fc Sons, In c . ,  1949), p. 185.
G. J .  S tegem erten , "What Fatigue Does to O utput?" Fac to ry  
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was en tire ly  possib le  for an opera to r to m aintain a steady output for the 
entire  day. M oreover, the National R esearch  Council, through a r e ­
search  on physiological and psychological com fort in industry  in 1937,
concluded that physiological fatigue was not of se rious  im portance in
4
A m erican  industry . S im ila rily , the Hawthorne studies showed that
the productivity of the w orkers  continued upward in spite of the fact
5
that the w orkers  worked for eight hours a day without any r e s t  period .
These findings support the conclusion that physiological fatigue 
has little  effect upon the productivity of w orkers  in m odern  industry . 
Physiological fatigue does occasionally  occur in industry at the p resen t 
tim e. However, while physiological fatigue was one of the p rim e 
prob lem s that faced industry  in the p a s t ,  psychological fatigue now 
rep re sen ts  the main problem  in industry; that i s ,  there  has been a 
shift from  physical fatigue to one of a neural, type.
PSYCHOLOGISTS HAVE GIVEN LITTLE ATTENTION 
TO PSYCHOLOGICAL FATIGUE
The m ajority  of the psychologists* work in th is field, however, 
has been devoted to the study of physiological fatigue. Very little
^T . W. H a r re l l ,  Industrial Psychology (New York; R inehart A 
C o . ,  1949), p . 205. /
5
E . Mayo, The Human P rob lem s of an Industria l Civilization. 
(New York: The M acmillan C o . ,  1933), p. 67.
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attention or r e s e a rc h  has been given to an exploration of psychological 
fatigue.
Psychological fatigue has been neglected for two re a s o n s .^  F i r s t ,  
the m ajo rity  of psychologists were influenced by the behavioris tic  theory 
and regarded  this problem  as  an unscientific one. Secondly, the re  has 
been a lack of fundamental r e s e a rc h  on the problem  as to whether or 
not the individual h im self  can re liab ly  and quantitatively evaluate his 
t iredness  on a single scale .
Although psychologists have w ritten many books and a r t ic le s  on 
industria l psychology, they have differed in the amount of space devoted 
to psychological fatigue. They differed also  in their approach in dealing 
with the subject. Some of the books contain a few chap ters  on fatigue 
while o thers  do not even mention it. B riefly , the subject is not well 
studied to the p resen t tim e, and there  is lit t le  acceptable knowledge as 
to the cau ses , the na tu re , and the effects of fa t ig u e .:
THE NATURE OF FATIGUE
Investigators working in this a re a  a re  in wide d isagreem ent as to 
the nature  of psychological fatigue. However, it i s ,  in general, an in ­
dividual m atte r  which d iffers  from  one person  to ano ther, and from  one 
tim e to another for the same person  because of its  psychological na tu re .
T* A. Ryan and P . C. Smith, P rinc ip les  of Industrial Psychology, 
(New York: Ronald P r e s s  C o .,  1954), p. 291.
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Lowry, M aynard, and Stegem erten stated that no attem pt had
7been made to analyse the nature  of fatigue. Mayo admitted that it
was difficult to explain the nature  of fatigue, yet he added that it was
8
a well recognized condition. Moore took the same position when he
stated that no one knew what fatigue was and that it was only recognized
9
by its  sym ptoms. It appears  that these au thorities  were re fe r r in g  to
physiological ra th e r  than psychological fatigue. The reason  for this
approach in explaining their sta tem ents is that it is easy to recognize
the physiological fatigue, but difficult to know when a person  is  attacked
by psychological fatigue. Even the individual h im self does not always
rea lize  it im m ediately .
Almost 30 y ears  ago M yers concluded that fatigue was complex in
its nature  and complex in its c h a ra c te r .  He fu rther concluded that there
was a general ignorance as to its  full nature  and that it was im possible
to distinguish between lower and higher fatigue in the intact o rgan ism ,
fatigue from  inhibition, and to separa te  the fatigue of explosive acts  from
10that of maintaining a ttitudes. This sta tem ent is true  up to the p resen t 
t im e . However, there  still rem ains  a lack of information on the subject.
7
W. Gomberg, A Trade Union Analysis of Time Study (2nd, ed. ; 
New York: P ren tice  Hall Inc. , 1955), p. 103.
8
Mayo, op. c i t . , p . 9.
9
H. Moore, Psychology for Business and Industry (2nd, ed. ;
New York: McGraw Hill Co. , 1942), p. 384.
^ M a y o ,  op . c i t .  , p .  8 .
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This confusion about the na tu re  of fatigue led  Gomberg to conclude 
" . . . exactly what is  fatigue, its  na tu re , how it should be m easu red , 
and on what basis  it should be made were left to the r e a d e r ’s im agina­
tion. *
A SATISFACTORY DEFINITION FOR FATIGUE HAS NOT
BEEN DEVELOPED
It has been difficult for sc ien tis ts  to agree  upon a common m ean­
ing of the te rm  "fatigue* " A greem ent as to the meaning of the te rm
1 2would put their r e s e a rc h  on a m ore stra ightforw ard  meaningful b a s is .
M yers adm itted that it was m ost difficult to define industria l 
13
fatigue. On the other hand, Muscio defined it as a condition caused 
by activity in which output produced by that activity  tended to be r e l a ­
tively poor, and the degree  of fatigue tended to vary  d irec tly  with the
14
p ro g re ss  of output. However, this definition is unsa tis fac to ry  for two 
reaso n s . F i r s t ,  fatigue can never be m easured  directly ; it is  a condition 
which m ust be in fe rred  from  diminished capacity. Diminished capacity 
m ust, in tu rn , be in fe rred  from  diminished output. Secondly, the
^ G o m b e rg ,  op. c it . , p . 97.
12 T. A. Ryan, Work and Effort (New York: The Ronald P r e s s
C o .,  1947), p. 42.
1 3Mctyo, o^. c it .  , p . 8 .
14
B. Muscio, "Is a Fatigue Test P o s s ib le ? "  The B ritish  Journal 
of Psychology, XH (1921-22) P a r t  1, 45.
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diminished output may be due to a varie ty  of other influences as  well 
a s  fatigue. This conclusion led Muscio to recom m end a s  early  as  1921 
that the te rm  "fatigue" be banished from  p rec ise  scientific d iscussion , 
and consequently any attem pt to obtain a fatigue tes t  should be 
abandoned.
Ryan concluded that fatigue was not a definite thing but was made
16up of a varie ty  of phenomena. At another point and tim e in his work
he stated that fatigue was a blanket te rm  for many different effects of
w o rk --a ll  of those effects which w ere harm ful or dele terious and which
were a function of the duration  and amount of effort, but which were r e -
17
coverable through r e s t .  Such a definition is too broad to be useful.
F u r th e rm o re ,  there  is a con tras t between the conclusion that it is  not
18likely that a ll  types of fatigue can be handled by r e s t  pe rio d s , and the
conclusion of Mayo, who said that it is im possible to m easu re  the
19psychological effect of r e s t  pauses d irec tly . Dill took the sam e ap­
proach as Ryan, stating that fatigue is not an entity but a convenient word
15Ibid. ,
^ T .  A. Ryan, "V arie ties  of F a tig u e ,"  The A m erican Journal 
of Psychology, L.VII (1944), 568.
*"^T. A. Ryan and P . C. Smith, P rin c ip les  of Industrial 
Psychology (New York: The Ronald P r e s s  C o .,  1954), p. 287.
*®R. Pr.esgrave, The Dynamics of Time Study (New York: McGraw 
Hill Co. , 1945), p. 224.
19M a y o ,  o p .  c i t .  , p .  31 .
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20to describe  a  varie ty  of phenomena. M oore 's comment was that this
21discussion  was a convenient s ta rting  point for a study on the subject.
V iteles did not t ry  to define fatigue, although he devoted four chapters
of d iscussion  to the subject. On the other hand, Mayo suggested using
22the te rm  "boredom " instead of " fa tigue ."  However, since boredom
23is  a  sta te  of m ind, and since it r e fe r s  to psychological fatigue, one 
gets the im press ion  that Mayo tr ied  to ignore completely physiological 
fatigue. It is  believed, however, that this suggestion does not give a 
sa tis fac to ry  solution for the definition problem  of fatigue because of the 
grea t differences between the two te rm s .
In general fatigue, whether physiological or psychological, is a 
reduction in the efficiency and productivity  of w o rk e rs . While 
physiological fatigue is m ostly  m u scu la r , psychological fatigue is an 
emotional response  to a d istastefu l task .
DIFFERENCES BETWEEN FATIGUE AND BOREDOM
There a re  sev e ra l  differences between fatigue and boredom. F i r s t ,
20M. Li. Blum, Industrial Psychology and Its Social Foundations, 
(Rev. ed. ; New York: H arper fe B ro thers  P u b lish e rs ,  1956), p. 369.
21
M oore, op. c it .  , p. 385.
22 Ibid. , p. 415.
23J .  S. G ray, Psychology in Industry  (New York: McGraw Hill 
Co. , 1952), p. 26.
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fatigue re fe r s  to both physiological and m ental fatigue, while boredom 
re fe r s  only to m ental fatigue. Second, physical fatigue involves a de­
c reased  capacity  for work, while boredom involves a decreased  in te r ­
est in work. Third, physical fatigue is accompanied by a feeling of 
inability  to p e rfo rm , while boredom  is accompanied by a feeling of
d is in te res t  and a d es ire  to change to another activity . That i s ,  b o re -
24dom signifies that the employee is t ired  of the job ra th e r  than by it. 
Fourth , physical fatigue ex p resses  itse lf  in the form  of a general 
decrem ent in the work curve , while boredom  ex p resses  i tse lf  in the 
form  of i r re g u la r i t ie s  in the work curve with in term itten t spurts  of 
short durations.
MEASURING FATIGUE
The d isagreem ent as to an acceptable definition of the te rm  
fatigue resu lted  in another d isag reem en t, that i s ,  the method of m e a s u r ­
ing the phenomenon. Several te s ts  have been developed to m easure  
fatigue, but none of them a re  quite sa tis fac to ry .
Although B arnes did not give any definition of fatigue, he did say
that it r e fe r re d  to a feeling of t i re d n ess ,  physiological changes in the
25body, and a diminished capacity for doing work. C athcart took this
24h .  Beaumont, The Psychology of P ersonne l (New York: 
Longmans Green & Co. , 1945), p . lo7.
T C
B a r n e s ,  o p .  c i t . , p .  1 8 0 .
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2 6same approach. Although a pe rson  may feel t ired , he m ay be able 
to work as efficiently as ever. However, he may feel no rm al, and yet 
be working at a low ra te  because of a psychological fatigue. T h e re ­
fore# the logical conclusion is that the degree of ieeling of t ired n ess  
is not a valid bas is  for the m easurem en t of fatigue.
F lorence stated that fatigue re fe r re d  to the d ecrease  in the human
27capacity to produce that accom panies increased  production. * But this 
sta tem ent does not appear to be reasonable  since a d ec rease  in the 
human capacity to produce should be accompanied by d ec rease  in p ro ­
duction, and not an in c rease .
In 1921, Muscio said that it was im possible to tes t  fatigue. He 
was quite sure  that no such te s t  could be acceptable either in theory or 
for p rac tica l  purposes because of the lack of ag reem ent among au th o ri­
ties  as to the nature  and definition of fatigue. S im ila rly , B u rtt ,  in 1929,
29stated that no re liab le  m easu re  of fatigue had yet been developed. 
C athcart supported this finding when he concluded that, in spite of the 
enorm ous amount of work which had been done on the subject, the degree
26F . J .  R oeth lisberger and W. J .  Dickson, Management and The 
W orker (Cambridge, M a ss .;  H arvard  U niversity  P r e s s ,  1956), p . 90.
27P . S. F lo rence , Economics of Fatigue and Unrest (London; 
George Allen fc Unwin Ltd. , 1924), p. 357.
28M uscio ' op. cit. , p. 45.
^ H .  E . B urtt , Psychology and Industrial Efficiency (New York;
D. Appleton fc Co. , 1931), p . 140.
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30
of fatigue could not be m easu red . Viteles also concluded that
31fatigue could neither be scientifically  isolated nor m easu red . He 
based  his  conclusion on the fact that te s ts  rep re se n te d  ind irec t deduc­
tions ra th e r  than objective dem onstra tions and rationalization  ra ther 
than scientific tru th . Furtherm ore*  Mayo stated  that up until 1933 no
tes t  had been designed which would indicate the sta te  of fatigue of any 
32subject. Moore concluded in 1942 that there  was no te s t  to m easu re
33fatigue; fu r th e rm o re , there  was not likely to be one. He built his a f ­
firm ation on the fact that no one knew enough about the full nature  of 
fatigue to determ ine to what extent it was influenced by other fo rces .
In 1944* B itterm an suggested a new m easu re  of fatigue that would 
overcom e the in te rfe rr in g  influences of motivation and other extraneous
fac to rs .  He proposed the invention of a new m e a s u re —the ra tio  of p e r -
34form ance to expended effort as an index of fatigue. However,
Gomberg attacked this p roposal. He stated that B itte rm an  did not make 
c lear  what his objective m easu re  of effort would be and how it would be
^ G .  F riedm ann , Industria l Society (Glencoe, III.; The F ree  
P re s s  P u b lish e rs ,  1955), p. 81.
^^M. S. V iteles, Industria l Psychology (New York: W. W. Norton 
fe C o . , 1932), p . 462.
32Mayo, op. c it. , p. 9.
33M oore, op. c it .  , p. 405.
34M. E. B itte rm an , "Fatigue Defined as Reduced Efficiency, "
The A m erican  Journa l of Psychology LVII (1944), 469-473,
/
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35subjected to an experim ental procedure* M aier stated in 1946 that
the attitude of an individual was an im portant factor in the ability  to
work* He added that* up to that time* the p resence  of his attitude
could not be deduced by any physiological m easures*  ^
No im portant development on the subject of fatigue m easurem ent
has occurred  since these sta tem ents  w ere published* It is  believed*
th ere fo re , that* although these sta tem ents were w ritten  m ore  than 15
y ears  ago* they still  describe  the situation up to the p resen t tim e.
On the other hand* m ost of the authors cited accepted the idea
that m easurem en t of fatigue in te rm s  of reduced output was a possible
solution to the prob lem . Muscio stated that the production curve had
generally  been accepted as the m ost sa tis fac to ry  te s t  of fatigue for
determining the effect of methods and conditions of work upon the
37capacity to work. However* there  is a general recognition that this 
c ri te r io n  is inadequate. E xcessive  fatigue not only diminished output; 
it a lso  in c reases  the number of accidents* a situation which m akes 
w orkers le s s  efficient and le s s  satisfied* But this does not mean that 
production and accident curves a re  adequate m easu res  of fatigue* In
35Gomberg* op. c it. * p . 109.
36N. R. F . Maier* Psychology in Industry (New York: Houghton 
Mifflin Co. * 1946), p . 272.
37B. Muscio* L ec tu res  on Industrial Psychology (3rd, ed. ; New 
York; E . P .  Dutton Ac Co. * 1925), p . 49.
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fact, one cannot say definitely that a reduction in output is  due to
fatigue* The fact that the productivity of the worker reaches  the
lowest point during the las t  hour of the working day could be due to
tiredness  and physiological fatigue. It also could be due to fac tors
other than fa tigue--fo r example, the belief that a fair day 's  work has
a lready  been done. Wyatt reported  that w o rk e rs 1 productivity in the
afternoon work period was higher than that during the morning work 
38period . Since it is o rd inarily  assum ed that w orkers a re  m ore  fatigued 
in the afternoon than in the m orning, then W yatt's findings indicates 
c learly  that no definite relationship  between fatigue and output ex is ts .
OUTPUT ONLY IS NOT ENOUGH TO MEASURE FATIGUE
One of the few system atic  studies which attem pted to take into a c ­
count the feelings of fatigue was c a r r ie d  out by P offenberger. In this 
study Poffenberger attem pted to d iscover the relationship  between fatigue 
and actual production ra te s .  His findings were (See F igure 3, page 81) 
that the feeling of fatigue does not m ateria lly  affect the quantity of output,
and that reg a rd le ss  of a gradual inc rease  in fatigue, the output rem ains
39fairly  constant. In fact, it tends to increase  at some points. This
38S. Wyatt, "Boredom in In d u s try ,"  The P ersonnel Journal VIII 
(1930), 200.
39A. T. Poffenberger, Applied Psychology (New York: D.
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study is cited as an illu s tra tion  of the lack of validity of output as an
adequate m easu re  of fatigue* Schaefer, in con trast to Poffenberger
40reported  that production d e c rea se s  as fatigue in c reases .
While Poffenberger gave much attention to the "feelings11 factor
in his study of the fatigue prob lem , Viteles tended to ignore it, a ssu m -
41ing that it was a poor indicator of fatigue* On the other hand, the
42
Hawthorne experim ents showed that the in c reased  feeling of m uscle
fatigue had not been the p r im a ry  factor in increasing  output, and that
a be tter  m ental attitude, g rea te r  enjoyment of work, and le s s  s tr ic t
supervision , were the m ost significant fac tors  governing the em ployee 's 
43
efficiency. These experim ents support a contention that m uscular 
fatigue is a secondary factor in determining the quantity and quality of 
output.
R oe th lisbe rge r , after an analysis of composite daily work curves,
concluded that re l ie f  from  fatigue and monotony does not account for
, 44changes in output from  period to period. He found that the output
40V* G* Schaefer, Safety Supervision (New York: McGraw Hill 
C o . ,  1941), p. 305. ‘
41 V iteles , op. c i t . , p. 457.
42 These experim ents were c a r r ie d  out at the Hawthorne works of 
the W esterh  E lec tr ic  Company in Chicago between 1927 and 1932.
43 L.. P . Alford and J .  R. Bangs, Production Handbook (New York 
The Ronald P r e s s  C o . ,  1953), p. 494.
44 R o e t h l i s b e r g e r  and  D i c k s o n ,  o g .  c i t .  , p .  1 27 .
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curves  failed to show the p resen ce  of fatigue in the periods in which
it was m ost likely to occur. Nor w ere there  any m arked  changes in
the shape of the output curves during those periods in which be tter
working conditions p revailed .
Physiological and psychological fatigue a re  mixed and m erged
with each other to the extent that the line between them is  so shadowy
that up to the p resen t time no valid m easurem en t has been developed
to separa te  the effect of each of them on individual pe rfo rm ance . It
should be noted that this analysis  does not conflict with the findings of
B urtt who suggested that physiological and psychological fatigue do not
45n ecessa rily  go together.
RELATIONSHIP BETWEEN FATIGUE, ACCIDENTS,
AND OUTPUT
Investigators have concluded that fatigue rep re se n ts  the m ost 
im portant single cause for industria l accidents . They base their con­
clusion on the fact that accidents increase  as the day p ro g re s s e s .  As 
w orkers  get m ore fatigued as the day advances, the investigators  a s ­
sumed that fatigue was responsib le  for the accidents ,
Muscio found that only 17 per cent of accidents were beyond the 
control of the v ictim , and seven per cent were definitely not due to
^ 5H .  E .  B u r t t ,  o £ .  c i t .  , p .  189
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4 6
fatigue. Thus, he concluded that fatigue was a p rim e factor in the
cause of the other 76 per cent of accidents . However, they could be
due either to the fatigue factor or other fac to rs .
An analysis by a government group in 1911 showed that in seven
per  cent of the accidents fatigue was definitely not responsib le , while
47
in 93 per cent fatigue might have been the cause. But the analysis  
did not claim  that fatigue was fully responsib le  for all of these accidents . 
F u r th e rm o re ,  the findings of th is study cannot be taken as evidence that 
fatigue was the sole responsible  factor for the m ajo rity  of the acc idents . 
Other fac tors might also have been p a rtia lly  or fully responsib le .
Goldmark, Hopkins, and F lorence sta ted  that there  was a continu­
ous increase  in the num ber of accidents from the beginning to the end of
48the working day. Schaefer a lso  sta ted  that there  was a d irec t  re la tio n ­
ship between fatigue and accidents and that the high accident frequency 
at the peak periods of the day o ccu rred  when g rea tes t  fatigue had been
4q
reached and that accidents varied  d irec tly  with fatigue. 7 S im ila rly , a 
study by the United States Public Health Service revealed  that the ra te
Muscio, L ec tu res  on Industrial Psychology, p . 63.
47
Ibid.
48E. E . Ghiselli and C. W. Brown, P ersonne l and Industria l 
Psychology (3rd. ed. ; New York: McGraw Hill Co. , 1948), p . 393.
49S c h a e f e r ,  o p .  c i t .  , p .  3 0 4 .
TA BLE I
THE AVERAGE NUMBER OF ACCIDENTS IN A WORKING DAY FROM ONE HOUR TO ANOTHER
Time Germany England France Total England Illinois Indiana Wisconsin
Grand
Total Average
7-8 794 457 232 1,483 163 79 546 156 2,427 347
8-9 815 316 305 1,436 208 120 492 244 2,500 357
9-10 1,069 372 342 1,783 251 193 603 427 3,257 465
10-11 1,598 665 478 2,741 242 246 469 486 4,184 598
11-12 1,590 623 292 2,505 121 257 338 376 3,597 514
Total 15,965 2,281
1-2 745 222 132 1,099 141 111 441 247 2,039 291
2-3 1,037 335 310 1,682 165 156 481 407 2,891 413
3-4 1,243 536 421 2,200 203 227 598 435 3,663 523
4-5 1,178 512 513 2,203 147 260 480 446 3,536 505
5-6 1,306 615 254 2,886 92 145 197 277 2,886 412
Total 15,015 2,144
Source: B. Muscio, Lectures on Industrial Psychology (3rd. ed.; New York: E. P. Dutton fc Co., 1925), 
pp. 55-58.





of accidents in c reases  toward the end of the day. These studies 
point out that accidents a re  definitely due to fatigue.
On the other hand, Vernon did not think that fatigue was r e ­
sponsible for accidents. Through severa l studies showed that there  was
no m arked  in crease  in accident ra te  in the afternoon in com parison  with
51
the ra te  in the morning. Since the re su lts  obtained from  these studies
a re  not in agreem ent, no final conclusion can be drawn from  them .
A chart (See F igure  4, page 87) is  used to show the relationship
between output and accident cu rv es . The accident curve re p re se n ts  the
average accident ra te  in England, Germ any, and France  in Europe, and
in Illinois, Indiana, New England, and W isconsin in the United S ta tes.
S ta tis tics  which a re  used a re  not en tire ly  com parable because of the
different length of working days and other fac to rs  that vary from  one
country to another and from  one state to another. However, the shape
of th is curve is s im ila r  to the curve which Burtt assum ed rep resen ted
52the general trend  for an accident curve .
A carefu l analysis  of this chart  shows that while the output curve 
s ta r ts  at a re la tively  low ra te  it gets to its  highest point at alm ost the
50 T. A. Ryan and P . C. Smith, P rinc ip les  of Industrial 
Psychology, p. 303.
51
H. M. Vernon, Accidents and Their Prevention (New York:
The Macmillan Co. , no date), p. 65.
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FIGURE 4
THE RELATIONSHIP BETWEEN OUTPUT AND ACCIDENTS
Source of accident curve: Table 11 page 85.
Source of output curve: C« H* Law she, Psychology of Industrial Relations (New York:
McGraw Hill Co., 1953), p. 213.
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middle of the period and then drops gradually  until the end of the
period . The accident curve goes up gradually until a lm ost the end of
the period and then drops slightly. This drop in output could be due to
an in c rease  in accidents as well as to an increase  in fatigue or to any
other fac to r. Also an in c rease  in accidents could be due to fac tors
other than fatigue. F o r  instance* the Public Health Service has found
that there  is a close p a ra l le l  between the number of accidents and the 
«
5 3lack of w o rk e rs1 experience and train ing . (See F igure 5, page 89).
If fatigue affects the ra te  of accidents according to a definite r e ­
lationship, then the number of accidents in the afternoon should be 
higher than in the m orning. This deduction is based on the assum ption 
that w orkers  a re  m ore  fatigued in the afternoon than in the morning. 
However, according to the re su l ts  shown in Table I on page 8 6 , the total 
number of accidents is le s s  in the afternoon than in the m orning. T h ere ­
fo re , this fact could be taken as evidence that accidents a re  not caused 
solely by fatigue.
Another finding (See F igure  4, page 87) was that accidents did not 
inc rease  continuously from the beginning to the end of the working 
period , but it d ec reased  toward the end of the period. This finding does 
not agree  with the finding of the United Public Service which showed that
there  was a m arked  in crease  in the accident ra te  per unit of output as
54
the day advances.
53 L ee, op. c it. , p. 75.
54M o o r e ,  o p .  c i t .  , p .  4 2 0 .
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FIGURE 5
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THE DEGREE OF EXPERIENCE
Source: F. S. Lee. The Human Machine and Industrial Efficiency (New York: 




It is  c lear from the preceding analysis , however, that the r e l a ­
tionship between the feeling of fatigue and the ra te  of output is broken, 
and that no exact co rre la tion  exists between fatigue and accidents .
SUMMARY AND CONCLUSION
While industria l engineers thought that physiological fatigue con­
stituted the princip le  portion of the fatigue problem , it has been found 
that psychological and not physiological fatigue is the m ajor p a r t  of the 
fatigue problem  in industry  at the p resen t tim e. However, the work of 
psychologists in this field is still in its  early  stage. Their work has 
been m ostly  an attem pt to distinguish between physiological and 
psychological fatigue. They have not as yet developed a complete idea 
or an acceptable theory as to the nature  or the c h a rac te r is t ic s  of 
psychological fatigue.
While industria l engineers thought that fatigue reduced output and 
increased  accident r a te s ,  it has been found that there  is  little  factual 
evidence to support their assum ption. Although fatigue does affect the 
quantity and quality of production, not a ll  c h a rac te r is t ic s  of production 
re la te  to fatigue alone. In spite of the fact that fatigue affects the 
accident r a te ,  it is considered as a p a rt ia l  and not a full factor in 
causing accidents.
F inally , the definition of fatigue which holds that it is  a reduced 
capacity to pe rfo rm  resulting  from  previous physical and m ental
ex erc ise  is e rro n eo u s . The objection to this definition is based  upon 
the fact that it is difficult to de term ine  w hether the changes in the ra te  
of output a re  re la ted  to the fatigue force o r  to o ther m otivational fo rces .  
Under conditions of strong m otivation, the productiv ity  of w orkers  does 
not c o rre la te  with the ir  feelings of fatigue. Motivation reduces fatigue 
by increas ing  the energy supply and delaying fatigue, w hereas  such 
fac to rs  as r e s t  periods reduce fatigue by causing the energy to be 
spent efficiently , r e g a rd le s s  of the amount a llo tted . When m otivation 
is low, fatigue effects become apparent very  e a r ly .  On the o ther hand, 
when motivation is high, the evidence of fatigue m ay not be apparent 
until a considerab le  physical and m ental exhaustion is m anifested . 
T here fo re , the fact that strong motivational fac to rs  help a w orker 
to produce with a re la tive ly  high efficiency even when he is physio** 
logically and psychologically fatigued, is the reason  why m otivation 
should approach a m axim um  in the fatigue study.
C H A P T E R  V
WORKER ATTITUDES TOWARD MOTIVATIONAL
FACTORS
Im provem ent in m ethods of w ork, the assignm ent of a definite 
ta sk , and the a ssu ra n c e  of a high financial re tu rn  have not been suffi­
cient to insure  the continued efficiency of w orkers  in the A m erican  
economy. It has been found that these  e ssen tia l  industr ia l  engineering 
p ro ced u res  m ust be supplemented by a m ore  carefu l study of other 
sou rces  of human proficiency  and by a m ore  extended considera tion  of 
other roo ts  of human sa tis fac tion .
Since personnel adm in is tra tion  deals with the human being, it in ­
volves m o re  than an engineering p rob lem . P e rsonne l m eans people; 
people m eans human re la tions; human re la tions m eans human p ro b lem s. 
Th us the personnel ad m in is tra to r  m ust use a ll  his experience and know­
ledge to bear on the solution of th is human equation. The cen tra l  fact 
which m ust be rem em b ered  in any study of personnel adm in is tra tion  is 
that both em ployers  and em ployees a re  human beings with all the poten­
tia lity  for d es irab le  and undesirab le  behavior which that quality of 
humanity im plies .
The amount of effort that w orkers  a re  willing to expend depends 
on in te re s t  fo rces  within the individual h im self , commonly known as
92
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m otives or incentives. These fo rces  a re  a p a r t  of him and enter into 
a ll h is ac tiv ities . Probably  the m ost un iversa l motive for w orkers is 
m an 's  d es ire  to secu re  his own livelihood and that of h is  fam ily. M an's 
other powerful m otives a re  d es ire  for employment secu rity , d e s ire  to 
sa tisfy  his c rea tive  urge, and d es ire  to achieve a kind of recognition 
among his fellowmen. However, m otives vary  with the individual and 
h is  c ircu m stan ces . Although money rew ard  is  the m ost common in­
centive to labo r, it is  only one, of the many o thers that a re  d es ired  by 
the working force .
MEANING OF MOTIVATION
Industrial psychologists placed grea t em phasis upon the discovery  
and recognition of basic m otiva tions--tha t is ,  fundamental d r iv es ,  
u rg e s ,  appetites, and in s tin c ts --o n  the belief that job d issa tisfac tion  
should be defined to appeal to such fo rces  ra th e r  than to antagonize or 
r e p re s s  them. Industria l psychologists fu rther believed that economic 
activity  m ust provide an adequate opportunity for the expression  of a ll 
these  e lem entary  human demands.
The problem  of motivation is concerned not only with the task of 
getting w orkers to do assigned jobs, but with the task  of enlisting their 
cooperation and loyalty when they have a lready  become identified with 
the organization.  ̂ Industry needs m ore  than a quota of daily work from
*H. M oore, Psychology for Business Industry (2nd, ed. ; New 
York: McGraw Hill C o . , 1942), p. 249.
94
its  employees* and employees want to obtain from  industry  m ore  than 
the content of the pay envelope. A considerable  p a r t  of the prob lem  of 
motivation is the developrrant of attitudes* loyalties and capacities for 
the individual's making sac r if ice s  toward an entity that is  of g rea te r  
consequence to the individual w orker than is  his own job or h is pe rsonal 
w elfare .
JOB DISSATISFACTION
The prevalence  of job d issa tisfac tion  at the p re sen t  time is diffi­
cult to estimate with reasonable  accuracy . Most au thors who have a t ­
tem pted to deal with this subject have concluded that it was difficult to 
define the meaning of job satisfaction o r  job d issa tis fac tion . Katz* 
a fte r  an intensive study of this m a t te r ,  offered the following four im ­
portant fac to rs  of m ora le : in tr in sic  job satisfaction* pride  in the work
group* satisfaction with wages and with prom otional opportunities* and 
2recognition. However* he did not define what he meant by job sa t is fac ­
tion. Many other a ttem pts have been m ade to give a definition that p ro ­
vides a scientific meaning to job satisfaction* but these have resu lted  in 
3
fa ilu re . However, a sim ple breakdown would show that there  can be
2W. Dennis, C urren t T rends in Industria l Psychology (Pittsburgh: 
U niversity of P ittsburgh  P r e s s ,  1949), p. 1&0.
3
F . H erzb e rg , Job A ttitudes: Review of R esearch  and Opinion 
(Pittsburgh: Psychological Serv ice  of Pittsburgh* 1957), p. 1.
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satisfaction or d issa tisfac tion  with some specific fac to rs  in the job*
There is considerable  evidence that many w orkers  a re  d i s ­
satisfied  with their  jobs* One significant index of the extent of such 
d issa tisfac tion  is found in the large  number of s tr ikes  during the la s t  
10 y e a rs .  During this period there  has been a yearly  average of 4 ,210 
work stoppages averaging 20 days duration, involving approxim ately  
2 ,303,000 w orkers , and resulting  in the lo ss  of about 33,410,000 work 
days, (See Table II, page 96.) S trikes and stoppages bring not only 
economic lo sse s  for those who a re  involved in them , but they rep re se n t  
also an overwhelming accumulation of individual and group tensions 
which can have d isastrous effects on the stability  of the economic system . 
Throughout the dem ocratic  countries work stoppages have se riously  
endangered the economic o rd e r .
Extent of Job D issatisfaction
Datci concerning the extent of job d issa tisfac tion  have come from  
many studies; m ost of them involve percen tages of d issa tis f ied  persons 
in sm all groups of w o rk e rs . Most frequently these  studies a re  only a 
d iscussion of the relationship  between job satisfaction and other fac tors  
such as age, sex, education, length of se rv ice , occupation, incom e, and 
other fac to rs . These studies va ry  in the size of the sam ple, in the 
purpose of the investigation, and in the methods used . The principal 
methods of approach of these studies a re  questionnaires and in terv iew s. 
Although these methods have some lim itations from  the standpoint of
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T A B L E  II
THE NUMBER OF WORK STOPPAGES. NUMBER OF WORKERS 













1948 3,419 21.8 1,960 34,100
1949 3,606 22.5 3,030 50,500
1950 4,843 19.2 2,410 38,800
1951 4,737 17.4 2,220 22,900
1952 5,117 19.6 3,540 59,100
1953 5,091 20. 3 2,400 28,300
1954 3,468 22.5 1,530 22,600
1955 4,320 18.5 2,650 28,200
1956 3,825 18.9 1,900 33,100
1957 3,673 19.2 1,390 16,500
Average 4,210 N O e O 2,303 33,410
Source: Statistical Abstract of the United State* (1958)
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4
thoroughness they a re  sa tisfac to ry .
According to a survey conducted by Fortune in 1947, 20 pe r  cent
of a nationwide sampling of factory  w orkers  were not sa tisfied  with
their jobs and would choose a different occupation if they had to select 
5
a job again. S im ilarly , in a study conducted by C en te rs , 25 per cent 
of the manual w orkers  w ere  found to be d issa tis fied  with their jobs. ^
In a review  by Robinson, in 1956, which included the studies made 
in the la s t  20 y e a rs ,  a to tal of 343 studies reported  a percentage o f  from  
one to 92 per cent of the w orkers judged to be d issa tis f ied . The p e r ­
centages, compiled over the past 20 y ea rs ,  had a median of 13 per cent
7
of the w orkers  expressing job d issa tisfac tion . Based on the Robinson 
rev iew s, the range of 13 to 21 per cent has generally  been rep o rted  in 
the l i te ra tu re  as rep resen ting  the approximate amount of job d is s a t is ­
faction, (See Table HI, page 98. ) F rom  1947 to 1955 there  was a steady 
d ecrease  in the median of job d issa tisfac tion . F re d e r ic k  H erzberg , 
commenting on these p e rcen tages , stated that it was impossible to tell 
whether this indicates that there  has been a trend toward a d ecrease  in
4
T. W. H a r re l l ,  Industrial Psychology (New York: Rinehart 
b C o . , 1946), p. 298.
®"The Fortune Survey ,"  F o rtune , XXXY No. 6 , (1947), pp. 5-6.
^R. C en te rs , "Motivational Aspects of Occupational S tra tif ica ­
tion , 11 The Journa l of Social Psychology, XXVUI second half (1948), 
p. 192.
7
H. A. Robinson, "Job Satisfaction R esearches of 1955," The
P ersonne l and Guidance Journal, XXXIV (1956), p. 565.
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TABLE m
MEDIAN PERCENTAGE OF WORKERS DISSATISFIED WITH THEIR
JOBS FROM 1947 TO 1955










Source: Several reports conducted by H* A. Robinson in different 
issued of Tbe Personnel and Guidance Journal.
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job d issa tis fac tion , or a varia tion  in types of study, p a rt icu la r ly  in
the m ore  recen t s t r e s s  of probing into job satisfaction in te rm s of the
8
total life adjustm ent of w o rk e rs . M oreover, the re su l ts  depend upon
the specific questions used in the study, A question such as  "If you
could do it o v e r , , , ,  ? "  shows g rea te r  percen tages of d issa tisfac tion
than one such as  "Are you sa t is f ie d ?"  because it probably rev e a ls  a
m ore  basic evaluation. Also, the la tte r  rev e a ls  m ore  of an acceptance
9
of one 's  p re sen t  condition than s incere  sa tisfaction with o ne 's  job.
In addition, it seem s that job satisfaction  depends upon the status 
of the w orker in the organization; the higher his rank  in the o rgan iza ­
tion, the m ore  he is  satisfied; and the lower his rank , the m ore  he is
d issa tis fied  with h is  job. C en te rs  concluded that the higher the level of
10
occupation, the higher the m o ra le ,  a fte r  he conducted a study which 
showed that a qu a rte r  of the w orkers  were d issa tis f ied  in their jobs, 
while not a single businessm an  was found to be d issa tis f ied . The r e ­
sults of a Fortune survey in 1938 showed that p ro fessional people a re  
m ost in te res ted  in their jobs, sa la r ied  w orkers  a re  next, and factory  
w orkers  a re  the lea s t  in te res ted , ^  Katz also  reported  that p ro fe s ­
sional w orkers  a re  m o re  sa tisfied  with their jobs than skilled w orkers ,
®Herzberg, op. c i t . , p. 3.
Q
7Ibid. , p. 4.
^ C e n te r s ,  op. c it .  , p. 193.
H i'The Fortune S u rv ey ,"  Fortune XXVII (1938), pp. 83-84,
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12And that skilled workers are more satisfied than unskilled people*
It is apparent that workers cannot be classified as totally satis­
fied or dissatisfied with the overall job; rather they are either satis­
fied or dissatisfied with some particular job factor or factors. The 
most satisfied workers are those who get most of what they want* while 
the most dissatisfied workers are those who get a relatively small 
amount of their wants satisfied.
What Does the Worker Want Most in His Job?
One of the most important recent contribution of industrial 
psychology to personnel administration is the result of extensive re­
search into techniques of attitude and opinion measurement* In indus­
trial relations these techniques are used to appraise the attitudes and 
morale of employees* and discover sources of dissatisfaction and 
irritation. These techniques enabled management to take appropriate 
steps before dissatisfaction is built up to the point where it erupts in 
work stoppages, slowdowns, or other overt manifestation of unrest.
Considerable disagreement exists between what the workers think 
they want most and what management and union leaders think they want. 
This part of the study is devoted to a full discussion of workers' atti­
tudes toward motivational factors, and the relative importance of these
12 D e n n is*  o p . c i t .  * p .  1 5 3 .
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fac to rs  to them . The next chapter deals with management and union 
leader opinions as  to the re la tive  im portance of motivational fac tors 
to the w orkers ,
RELATIVE IMPORTANCE OF MOTIVATIONAL 
FACTORS TO WORKERS
Several surveys have been conducted to de term ine  workers* a t t i ­
tudes toward motivational fac to rs .  ^  The findings of 21 studies 
se lected  from  among those that have been published in the la s t  20  years  
a re  taken as  the basic  data for th is study, (See Table V* page 115.)
F ro m  these studies it was found that the g rea tes t  em phasis was 
put upon the re la tive  im portance of the following 10 fac tors  by the 
w orkers: steady work and job security , wages and re la ted  paym ents,
advancement and prom otions, good working conditions, good working 
companions, good supervision , recognition , type of work and in te re s t ,  
good h o u rs ,  and benefits.
The findings of these surveys have varied  concerning the
13In these surveys many different te rm s have been used to express 
job fac to rs .  In some studies the fac to rs  a re  l is te d , and ranking is left 
to the w orkers . W hereas, in o th e rs ,  the w orkers  a re  requested  to p r o ­
vide their own l is t  of job fac to rs  in o rd e r  of im portance.
Some of the studies w ere  conducted on a national b a s is ,  while 
o thers  were done locally . Some of the studies give the re la tive  im ­
portance among a num ber of f a c to r s - - a s  many as 71 fac to rs ,  while 
o thers  a re  lim ited to five fac to rs  only. In genera l, the m ajo rity  of 
these  studies contain 10 fac to rs .
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Im portance of the motivational fac to rs  as they a re  re la ted  to each 
o ther. Some investigators have placed a lm ost a ll  their em phasis on 
wages and m ate r ia l  conditions, while o thers  considered intangible and 
subtle relations predom inant. Some studies showed that economic 
incentives a re  the m ost im portant for the norm al w o rk e rs , while o thers  
s t re sse d  that w orkers  a re  concerned with non-financial incentives ra th e r  
than financial ones.
P erhaps the g rea tes t  d isagreem ent as  to the im portance of m o ti­
vational fac tors is  that of wages, job secu rity , and advancement. The 
rem ainder of this section is a  study of the im portance of these fac to rs  
from  the w o rk e rs ' point of view.
Job Security and Its Im portance to W orkers
The rd su its  of a lm ost half of these 21 studies indicated that job 
security  was ranked as the m ost im portant factor in job satisfaction .
The findings of another two studies showed that job secu rity  was ranked 
second in im portance. On the other hand, eight studies ranked job
security  between fifth and ninth in im portance.
14 15In 1947, Stagner and the National Industria l Conference Board
14R. S tagner, "Psychological A spects of Industrial C onflic t,"  
P ersonne l Psychology, n i  (1950), 6 .
1 5S. A. Raube, F ac to rs  Affecting Employee M orale (New York: 
National Industria l Conference Board, Studies in Personnel Po lic ies ,
No. 85, 1947), p . 12.
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repo rted  in two separa te  surveys that job security  ranked f i r s t  in
their l is ts .  These two surveys were conducted nationally among 7,000
and 6,000 w o rk e rs , respec tive ly . In another study conducted by
Jurgensen  in 1946 among approxim ately  1,200 w orkers , the findings
showed that w orkers w ere  m ore  in te res ted  in job security  than in any
16
one of the other fac to rs  in his l is t .  S im ila rly , job security  was
ranked f i r s t  among 12 fac to rs  in a survey conducted by Benge in 1944
17among 1 , 2 0 0  m ale w orkers .
If these re su lts  a re  taken at the ir  face value, then the m ost likely
in te rp re ta tion  is that job security  is considered  by w orkers  as the m ajor
m otivational factor they look for in their jobs.
On the other hand, some studies showed that job secu rity  ranked
re la tive ly  low. F orem an  F ac ts  repo rted  that job security  was ranked
1 ftfourth among 10 fac to rs  according to a survey made in 24 p lants. In
another survey , conducted by Blum and R uss , m ore  than tw o-th irds of
19the sample ranked job security  second in im portance. H aire  and 
Gottsdanker reported  that job security  ranked seventh in a l is t  of 13
E . Ju rgensen , "Selected F ac to rs  Which Influence Job 
P re f e r e n c e s ,"  Journal of Applied Psychology, XXXI (1947), 559.
17Raube, op. c it .  , p . 17.
18 L. G. Lindahl, "What Makes a Good J o b 7" P e rsonne l, XXV 
(1949), 265.
19M. Li. Blum and J .  J . R uss , "A Study of Employee Attitudes 
Toward Various Inc e n t iv e s ," P e rso n n e l, XIX (1942), 438.
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fac to rs  when the w orkers  w ere asked about the things they look for in
a d es irab le  job. ^
According to a survey  conducted by G eneral Motors C orporation
in 1947, job security  ranked ninth. F ifty-eight fac to rs  w ere used in
this survey. M oreover, the coverage of the study was 174,854 w o rk e rs ,
which is a lm ost 10 tim es a s  many as  the sam ples used in a ll  the 11
surveys which showed that job security  was f i r s t .  In another survey
conducted by the Opinion R esearch  Corporation in 1951 among 1, 245
22w o rk e rs ,  job security  ranked ninth among 13 fac to rs . Job security
was also  ranked eighth among eight fac to rs  in a survey conducted by
Fosdick  in 1939 among 3,000 w o r k e r s . ^
It is  su rp ris in g  to note that a fte r a study of employees attitudes
in two la rge  com m ercial organizations in 1933 Houser announced that
24job secu rity  was le s s  im portant than other m otivational fac to rs .
Among 48 and 41 fa c to rs ,  job security  ranked sixteenth and ninth, 
respec tive ly , in spite of the fact that job secu rity  should be much m ore
20M. H aire  and J .  S. G ottsdanker, "F ac to rs  Influencing Indus­
t r ia l  M o ra le ,"  P e rso n n e l , XXVH (1951), 447.
2 *M. 5• V iteles , Motivation and M orale in Industry  (New York:
W. W. Norton fc C o . ,  1953), p . 266.
2 2Ibid. , p . 295.
23 G. W. H atrm ann and T. Newcomb, Industrial Conflict: A 
Psychological In terpreta tion  (New York; The Cordon Co. , Inc^ , 1939), 
p. 119.
24J .  D. H ouser, What People Want F ro m  B usiness (New York: 
McGraw Hill Co. , 1938), p . 50.
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im portan t in depress ion  p e rio d s . In another survey by H ouser in 1937,
25
job security  ranked eighth among 34 i tem s, and in a th ird  survey by
26the sam e investigator in 1938, it was ranked 27 among 28 fac to rs .
Some in te rp re ta tions  can be given as to the g rea t con trast  b e ­
tween the re s u l ts  of these  su rveys. However, none of them  can be 
supported with any m a te r ia l  evidence. The surveys of Stagner and 
NICB w ere conducted afte r  World War II, with a short tim e. The 
delcine in employment which followed that war m a y b e  in te rp re ted  as  
the reason  why w orkers  thought p r im a r ily  in te rm s of job security . 
H ow ever, the effect of the economic conditions of that period on the 
re su l ts  of these  surveys is  not definite. For exam ple , although the 
G eneral M otors Corporation survey  was also conducted in the same 
y ea r ,  the w orkers  did not give g rea t im portance to the job security  
factory . Another in te rp re ta tion  is that the w o rk e rs  do not always know 
or say, what they rea lly  want. On this point, Oxenfeldt rem arked that
27it is  dangerous to judge peop le 's  m otives solely by the things they say. 
What they say, on the o ther hand, cannot be ignored en tire ly .
Wages and Their Importance to W orkers
Another motivational factor which is considered  to be one of the
2 5Ibid.
2 6 ft>id., p . 30.
27A. R. Oxenfeldt, Economic Systems in Action (Rev, ed. ; New 
York: R inehart It C o . ,  1957), p. 55.
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m ost frequently  d iscussed  job fac to rs  is  that of wages* Psychologists* 
personnel managers* and the general working public have all given 
considerable  attention to th is  fac to r . Most au thors ag ree  that wages 
are* in general* one of the m ost c r i t ic a l  fac to rs  in employee a ttitudes 
and motivation. There  is substantia l difference in opinion however a s  to 
the im portance of this fac to r . For example only th ree  of the surveys 
had wages at the top of the l is t .  In eight of them the w o rk ers  ranked 
wages as the th ird  factor in im portance. The rem ainder  of the s u r - 
veys had it ranked between fourth and ninth.
Maynard concluded that of the two types of incentives* financial
28and non-financial* financial incentives were by far the m ore  im portan t. 
Similarly* H a rre l l  concluded that in four out of five case s  the p re fe r re d  
job is the one which c a r r ie s  higher pay as well as  m ore  responsib ility  
and varie ty . ^  Tredgold also  concluded* from  the re su l ts  of h is  own 
studies, that in nine cases  out of 1 0 * money is  the only in te re s t  of 
w o rk e rs . However, he recognized that other fac to rs  beside money 
influence the will to .work. G ardner and Moore came to the same con­
clusion when they stated that the m ajo rity  of w orkers  feel that pay is the
^®H. B. Maynard* "Some A spects of Non-financial and Financial 
Incen tives*11 Advanced Management* VII (1942), 123.
^ H a r r e l l ,  op. c it .  * p . 270.
30R . F . T redgold* H um an R e la tio n s  in  M odern  In d u stry  (N ew  
Y ork: In tern a tio n a l U n iv e r s it ie s  P r e s s  In c . * 1 9 4 9 ), p . 4 3 .
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only im portant factor for people working at the ir  p a rt icu la r  jobs for
the ir  p a r t icu la r  c o m p a n ie s .^
The re su l ts  of a survey conducted by the Opinion R esearch
Corporation indicated the g rea t im portance of w ages. According to
th is study* wages w ere  ranked higher than any of the 13 fac to rs  which 
32
w ere used . When C en ters  asked those who w ere not sa tis fied  with 
their jobs about the reaso n s  for their dissatisfaction* the m ost frequent 
answ er was low wages. 33 H aire  and Go t ts  danker asked the w orkers  of 
40 re ta i l  g ro ce ry  s to re s  about the things they look for m ost in a de­
sirab le  job. The re su l ts  showed that 24 per cent of the w orkers  indi­
cated wages. Only 6 . 6  per cent said job secu rity . In this study wages 
ranked f i r s t .  3^
On the other hand* th ree  big surveys conducted by NICB* G eneral 
Motors Corporation* and Fosd ick  show that wages w ere th ird  in im ­
portance . Jurgensen  repo rted  that wages ranked sixth with men* and
35ninth with women, among 10 fac to rs  considered . 3 The re s u l ts  of a
3 *B. B. G ardner and D. G. M oore, Human Relations in Industry  
(Rev. ed. ; Chicago: Richard D. Irwin In c . ,  1950), p. 153.
^ V i te le s ,  op. c it. * p . 295.
33C e n te rs ,  op. c it . * p . 194.
34H aire  and G ottsdanker, o^. c it .  * p . 447.
3 3C. E . Ju rgensen , "What do Job Applicants W ant?" P e rsonne l
XXV (1949), 353,
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survey  conducted by Wyatt and JLanddon ranked wages sixth among 10 
36fa c to rs .  Also the Benge survey showed that wages were eighth
37among 13 fac to rs .
These findings led some investigato rs  in th is  field to go so far
38as  to indicate that money is not an im portant fac to r. They based
the ir  assum ption on the fact that m ost of the surveys ranked non-
financial incentives higher than the financial ones. On th is point,
Jurgensen  commented that in some studies it appeared that the re la tive
39im portance of wages had often been overem phasized . He explained 
th is sta tem ent by saying that other fac to rs  w ere of equal or g rea te r  im ­
portance , and that they should be em phasized m ore  in the future than 
they have been in the past.
The previous discus sion shows a d isagreem ent as to the im ­
portance of wages a s  a motivational fac to r. However, if the re su lts  
of these surveys a re  taken separa te ly  at the ir  face value, then wages 
can be considered from  th ird  to fifth in im portance as  com pared with 
the o ther 10 fac to rs . On the other hand, if the p rem ise  that the Am erican 
individuals in their economic ac tiv ities  s tr iv e  p r im a r i ly  to obtain m ax i­
m um  income is accepted, then financial incentives a re  still  of
*^R. M. Bellows, Psychology of P ersonne l in B usiness and 
Industry  (New York: P ren tic e  Hall Inc. , 1949), p . 207.
'R aube, op. c it .  , p. 17.
3®Jurgensen, MWhat do Job Applicants W ant? . 11 g. 355.
3 9 Ibid.
considerable  im p o r tan c e .4®
Advancement and Its Im portance to W orkers
In a few of these  studies, w orkers  considered  advancem ent a s  the
m ost im portant fac to r . Blum and Russ repo rted  that 87 per cent of
41the ir  sam ple ranked advancement a t the top of the l is t .  They con­
cluded that neither wages nor job security  were p r im a ry  fac to rs  in 
job satisfaction , but advancement was m ore  im portant in determ ining 
m o ra le .  Watson found that advancement was fa r  ahead of job security  
and w a g es .4^ In K olstad 's  study, advancement was ranked f i r s t ,  while 
wages were ranked fifth. Job security  was not ranked among the f i r s t  
10 fa c to rs . 43
In genera l, severa l studies have shown that advancem ent was far
ahead of wages and job security . However, even if advancement were
the m ost im portant factor in some surveys it can s ti ll  be in te rp re ted  as
an ind irec t want for m ore  wages since advancem ent not only m eans
higher position and la rg e r  responsib ili t ie s , but also an in c rease  in 
44paym ent, especially  among the white co llar w o rk e rs .  On the other
4 ®Oxenfeldt, op. c i t . , p. 8 .
^ B lu m  and R uss, op. c i t . , p . 438.
4 ^Hatrmann and Newcomb, op. c i t . , p . 122.
A. Kolstad, ''Employee Attitudes in A D epartm ent S to re ,"  The 
Journa l of Applied Psychology XXH (1938), 477.
4 4 Ju rgensen , "Selected F a c to rs  Which Influence Job P re fe re n c e s ,  
p . 559.
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hand, it can also be in te rp re ted  as an ind irec t want for job secu rity  
since it is  likely that people in the higher levels enjoy m ore  job 
secu rity  than those in the lower leve ls , especially  among the b lue- 
co llar  workers*
Im portance of Other Motivational F ac to rs
Severa l m otives a re  needed in addition to job secu rity , wages,
aad advancement* The m ost im portant of them a re  the type of work,
good superv ision , good working companions, and recognition*
F rank  G ilbreth proved through experim entation that w orkers  a re
not in te res ted  in wages only but a re  a lso  in te res ted  in the type of work
they do. When he asked them to do a u se le ss  job, they refused  in spite
45of the fact that they w ere well paid* Good supervision was considered
as  the highest motivational factor in the G eneral Motors Corporation
survey , and a good working companion was considered second in the
l i s t . ^  Recognition was reported  by C en ters  a s  the f i r s t  m otivational
factor* ^  R ichard L. Hull also stated that the psychological satisfaction
that comes with recognition of, and re sp ec t  fo r , the w o rk e r 's  own p e r -
48sonality, is  a lso  very  im portant.
^^H* T ipper, Human F a c to rs  in Industry  (New York: The Ronald
P r e s s  Co* , 1922), p . 200*
^ V i t e l e s ,  op. c i t . , p . 266,
^ C e n t e r s ,  op. c it. , p. 1 9 2 ,
^®G* Watson, Civilian M orale (New York: Houghton Mifflin Co. , 
1942), p . 362.
I l l
Evaluation of M orale S u rv e y
All th is confusion as  to the re la tive  im portance of m orale  fac tors
re la te s  to severa l e lem ents . In the f i r s t  p lace, the investigators  used
generalisa tions in reporting  the re su l ts  they obtained, even if the sample
they took was not enough to rep resen t the whole. In the second p lace ,
the findings of each of these  surveys gave only an idea about the wants
of the w orkers  in a ce rta in  location, at a ce r ta in  t im e , under certa in
conditions. In the th ird  p lace , one cannot make a valid com parison
between the findings of these  investigations since they w ere conducted
at different tim es during the business cycle. In the fourth p lace , it is
not possib le  to de term ine  the degree of frankness with which the people
revealed  their  tru e  a ttitudes and feelings. F ina lly , d ifferent methods
w ere used in these  su rveys. Some investigato rs  used d irec t questions,
while o thers  used ind irec t ones. Stagner pointed out that if the w orkers
w ere asked d irec tly  about the im portance of a  ce rta in  factor in their
overa ll sa tisfaction , th is  factor usually ranked higher than if the ind irec t
49type of questions concerning the same factor were used. Again, he r e ­
ported  that psychologists w ere  doubtful as to the validity of such d irec t 
50questions. On the other hand, Weitz and Nuckols concluded that d irec t
^ R .  Stagner, Psychology of Industria l Conflict (New York; John 
Wiley fc Sons, In c . ,  1956), p . 124.
50Stagner, “Psychological A spects of Industrial Conflict, 11 p . 7.
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questions proved to be slightly be tte r  than ind irect questions in p r e ­
dicting the im portance of ■sotilfletioUal fac to rs .  ^  T hus( it is not possib le  
to evaluate with a g rea t degree of accuracy  the rep lie s  obtained in these 
surveys.
G enerally , the findings of each of these surveys do not give the 
re la tive  im portance of the m orale  fac to rs  for a il w orkers . Table IV* 
page 113, shows the re la tive  im portance of some fac to rs  according to V 
the num ber of w orkers  who chose the p a rt icu la r  fac tor as  their f i r s t  
want. A review  of the findings of these studies shows that about 175,000 
w orkers  of the total sampled chose good supervision as  the m ost im portan t 
fac to r . A litt le  m ore  than 16,000 chose job secu rity  as  the p r im a ry  
m otive. Only 2,000 decided that wages w ere  their  m ajor in te re s t .  Nine 
hundred w orkers  sta ted  that recognition was the m ost im portant of a ll .  
Advancement was ranked at the top of the l is t  by only 336 w o rk e rs .  It 
c lea r ly  appears  that job secu rity  is far ahead of wages in im portance.
However, an im portant lim itation to the in te rp re ta tion  of these 
s ta tis t ic s  is  that the rank  of some fac to rs  is  se riously  affected by the 
findings of only a lim ited  num ber of su rveys. M oreover, not a ll  the 21 
surveys a re  taken into account. Because of these  two lim ita tions , another 
a ttem pt to analyze the findings of the 21 surveys in another way is  m ade.
Weitz and R. C. Nuckols, "The Validity of D irect and Indirect 




A REVIEW OF THE RELATIVE IMPORTANCE OF THE MOTIVATIONAL 
FACTORS ACCORDING TO THE NUMBER OF WORKERS WHO CHOflR 
EVERY FACTOR AS THE FIRST WANT IN 21 SURVEYS
Facto r
Number of Surveys in 
Which the Fac to r 
A ppears a t  the Top 
of the L is t
Number of W orkers 
Pu t the Fac to r 
at the Top of 
the L is t Rank
Good Supervision 1 174,854 1
Job Security 9 16,063 2
Wages 3 2,065 3
Recognition 1 905 4
Advancement 3 336 5
In te res t  and Type 
of Work 1 150 6
Total 18 194,373
Sources of these  surveys a re  on pages 116 and 117.
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This analysis  is based  upon the assum ption that an average for the r e ­
sults of the 21 surveys might give a c le a re r  idea about the general a t t i ­
tude of the w orkers  than the individual su rveys. (See Table V, page 115 
for the re su l ts  of th is  averag ing .)  The averaging of the 21 studies 
supplied a re su l t  which is com pletely different than the re su lt  of any 
individual survey. It appears  c le a r ly  that both job security  and wages 
a re  tied for f i r s t  place in the l is t .  In other w ords, both wages and job 
secu rity  a re  equally im portant to the w o rk e rs . Second to them  in im ­
portance com es the recognition fac to r . In te res t  in work is th ird  and good 
supervision is  fourth. Advancement, good working companions, good 
working conditions, good hours of work, and benefits a re  fifth, sixth, 
seventh, eighth, and ninth, respective ly .
However, a  m ajor lim itation m ust be recognized in evaluating th is 
averaging of the s tudies. The findings of all the surveys w ere  given an 
equal weight although some of them contained five fac to rs  only while 
o thers  contained up to 71 fac to rs .  It is probably true  that the re la tive  
im portance of the f i r s t  factor in a survey of five item s does not equal the 
re la tive  im portance of the f i r s t  factor in a survey of 71 item s. On the 
other hand, these findings have a considerable  weight since they a re  
drawn from  the re su l ts  of different surveys covering around 2 0 0 , 0 0 0  
w orkers  sca tte red  all over the nation. F u r th e rm o re ,  these surveys were 
conducted over a re la tive ly  long period of time during which many eco­
nom ical and political events occurred .
It is  not claim ed that these findings rep re se n t  the actual wants of
TABLE V
AN AVERAGING OF THE RESULTS OF 21 WORKERS' ATTITUDE SURVEYS
Investigator*















" "  P i I








TNumber of Factors Used 10 10 1(1 5 5 13 13 10 71 14' 84 10 10 10 10
Date of Survey m 1948 1947 1942 1942 1944 1944 1948 1947 1948 1947 1937 1949 1949 1948 1950
Number of Sample 1,189 150 
(men) (women)




148 8,000 24 plants 174,854 325 82 139 
[men) (women)
100 705
Steady f o r k  and Job Security 1 3 1 2 2 8 1 1 1 4 9 1 1 1 9 2
Wages and Payments 8 9 2 3 4 3 8 5 3 5 3 8 4 4 4 1
Advancement and Promotions 2 2 3 1 1 13 11 8 2 7 7 5 2 8 2 7
Good Working Conditions 9 7 ■ ■ «■ 1 7 3 3 10 9 2 7 8 8
Good Working Companions 5 8 8 * ■ ■ - 7 ■ 8 2 3 8 7 8 4
Good Supervision 7 5 4 4 3 5 2 8 ■ 1 4 8 3 7 3
Recognition - * 8 m ■ - ■ ■ 7 * ■ *
Type of Work and Interest 3 I S ■ ■ ■ ■ 2 8 8 4 10 3 2 10 8
Good Hours 8 8 ■ 5 ■ • 12 • 0 5 5 ■
Benefits 10 10 10 ■ ■ <a 4 k 8 . 10 10 •
♦Sources of these surveys are  on the following page.
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IS'ATTITUDE SURVEYS
— Hi- - - - - - - f t — n — ft] - - - - - 0 “  Is! B  13 ~
f  yatt and Hardin Santm yeri Troxall G, I  a t m  Opinion Research R, C en ten  Fosdick J U i r  and ^  Number of Surveys R“ he
10 10 U " T  '̂ " 1 0 . . . . . . . . \i 23
1949 1940 1948 1950 1939 1951 1945
62 139 100 705 50 1,245 905
1 1 1 9 6 9 6 8 7 | 83 21 3,95 1
6 4 4 4 3 I 5 3 1 83 21 1,95 1
5 2 6 2 1 ■ 14 6 5 i 103 20 5.2 5
2 7 8 8 ■ 4 « 7 2 86 14 6,1 7
3 8 7 6 7 3 4 ■ 9 87 15 5,8 6
4 6 3 7 8 6 • 4 11 91 18 5,0 4
7 - • ■ 2 « 1
■ ■ 16 4 4,0 2
10 3 2 10 • 7 3 2 3 73 16 4,6 3
1 5 5 ■ ■ ■ ■ ■ ■ 57 8 7.1 8
m 10 10 •» ■ 8 , 9 ■ m 79 9 8,8 9
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(a) C. E . Ju rgensen , "What do Job Applicants W ant?" Personnel#
XXV (1949), 353.
(b) C. E . Ju rgensen , "Selected F a c to rs  Which Influence Job P re fe r  - 
e n c e s ,"  Journal of Applied Psychology, XXXI (1947), 559.
(c) R. S tagner, "Psychological A spects of Industria l C onflic t,"
P ersonne l Psychology, III (1950), 6 .
(d) M. L. Blum and J .  J .  R uss , "A Study of Employee Attitudes Toward 
V arious Incen tives ,"  P e rso n n e l , XIX (1942), 440.
(e) S. A. Raube, F a c to rs  Affecting Employee Morale (New York:
National Industria l Conference B oard , Studies in P e rsonne l Polic ies 
No. 85, 1947), p . 17.
(f) L. G. Lindahl, "What Makes a Good J o b ,"  P e rso n n e l , XXV (1949), 264.
(g) Raube, op. c it. , p. 12.
(h) Lindahl, op. c it .  , p. 265.
( i) M« S* V iteles, Motivation and M orale in Industry, (New York: W. W. 
Norton fc Co. , 1953), p. 266.
(j)  R. M. Bellows, Psychology of P e rsonne l in Business and Industry 
(New York: P ren tice  Hall I n c . , 19^9), p . 207.
(k) E . H ardin , H. G. Reif, and H. G. Henem an, "Stability of Job
P re fe re n ce s  of D epartm ent S tores E m ployees ,"  Journa l of Applied 
Psychology, XXXV (1951), 257.
(I) S. S. Santm yera, Managing Men at Work (Scranton, Penna. : In te r ­
national Textbook Co. , 1950), p. 132.
(m) J .  P .  T roxell, "E lem ents in Job S a tis fac tion ,"  P e rsonne l, XXXI 
(1954), 202.
(n) G, W. H artm ann and T. Newcomb, Industria l Conflict: A
Psychological In terpreta tion  (New York: The Cordon Co. , Inc. ,
1939), p. 1 2 2 .
(o) V i t e l e s ,  o p .  c i t .  , p .  2 9 5 .
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(p) R. C en te rs , "Motivational A spects of Occupational S tra tif ica tio n ,"  
The Journal of Social Psychology, XXVIII second half (1948), 192.
(q) Hartm ann and Newcomb, op. c it. , p. 119.
(r) M. Haure and J .  S. Gottsdanker, "F ac to rs  Influencing Industrial 
M o ra le ,"  P ersonne l, XXVII (1951), 447.
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the em ployees. As a m atte r  of fact, i t  is m isleading to l is t  incentives 
in o rder of their im portance. The p a rticu la r  incentive or incentives 
motivating an individual within a group a re  so different that only sweep­
ing generalizations can be m ade. M oreover, the cen tra l problem  of 
motivation is complicated by the fact that the rela tive  value of incentives 
to any individual differs from  time to time according to changes in his 
environment. M aier pointed out that individuals in different income
bracke ts  a re  not working for the same m otive, and so everyone is
52motivated quite differently. S im ilarly , May Smith concluded that the 
sam e incentives do not appeal to everybody equally; age, sex , and race , 
as well as the nature  of the work have to be considered .
COMPARISON BETWEEN THE IMPORTANCE OF 
JOB SECURITY AND WAGES
The previous findings indicate a broad trend as to the m ajor m otiva­
tional factors from  the workers* point of view. According to these r e ­
sults job security  is not m ore  im portant than wages as  a motivational 
fac to r , which ia the consensus at the p resen t tim e. Some facts support­
ing these findings a re  to be found in the reaso n s  w orkers join unions, go 
on s tr ik e s ,  and quit their jobs.
52N. R. F . M aier, Psychology in Industry (New York: Houghton 
Mifflin Co. , 1946), p. 248.
53M. Smith, Handbook of Industrial Psychology (New York: 
Philosophical L ib ra ry  Inc. , 1944), p. 216.
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Reasons for Joining Unions
Several studies in this field indicated that in joining unions,
w orkers seek to insure  a steady inc rease  in wages m ore  than to obtain
a continuous stability  in employment. In an interview study conducted
by Bakke for the Division of Labor Studies at the Yale Institute of Human
Relations, wages were reported  as one of the m ajor goals of w orkers for 
54joining unions. Another survey made by the University of Minnesota
showed that m ore  than 90 per cent of the sample believed that unionizing
gives them higher wages and be tter  conditions of work, and that these were
m ajor reasons for joining. ^  This survey included responses  from a
sam ple of 1,251 union m em bers  represen ting  13 union groups with a total
m em bersh ip  of 14,000 m em bers.
S im ilarly , Rose reported  that when 392 m em bers  of a union in St.
Louis were asked what they thought the m ajor purpose of unions should
be 75 per cent rep lied  that the purpose should be to get specific economic
benefits in the form  of higher wages. ^  Only 31 per cent stated that the
5 7m ajor purpose should be to get job security .
^ E .  W. Bakke, "Why W orkers Join U nions," P ersonne l, XXII 
(1945), 42.
55i<do You Really Know What Your Union M em bers Think,"  
Management M ethods, XI, No. 4. (1957), 27.
^ T h e  percen tages total more than 100 because some people gave 
m ore  than one answ er.
C *7
A. M* Rose, Union Solidarity  (Minneapolis: The University of
Minnesota P r e s s ,  1952), p . 63,
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When Rose asked the question “Why did you join the union?" the 
58answ ers w ere: 7.7 per cent, higher wages; 4 .3  per cent, job security;
45.9  per cent said they were obliged to join; and 51.2 per cent for other 
59reasons .
More detailed data a s  to the reasons for joining unions a re  found
in a study by Link in 1 9 4 2 . The following percen tages show the
answ ers for the question "Why all w orkers should be requ ired  to join or
belong to a union?": be tte r  wages and hours , 9.4; bargaining pow er, 8 .4;
be tte r  cooperation with m anagem ent, 4 ,8 ; job security , 2 .8 ; and o th e rs ,  
61
16.0 These findings cover the re su l ts  of 1,000 interview s among in ­
dustr ia l  w orkers .
When Rose asked "What do you think a re  the main things your union
should work for at the p resen t t im e , e ither through collective bargaining
62or through social action in the co m m u n ity ? ,"  the answ ers w ere: higher
w ages, 33.7 per cent; working conditions, 18.4 per cent; benefits , 9 .4
6 3per cent; job security , 8.4 per cent; and o th e rs ,  42.2 per cent.
^ I b id .  , p. 61.
597The percen tages total m ore  than 100 because some people gave 
m ore than one answ er.
C. Link, "Workers* Reactions to Industrial P rob lem s in A 
Way E conom y,"  Journa l of Applied Psychology, XXVI (1942), 426.
^ P e rc e n ta g e s  a re  based on the total sample of 1,000 people.
62R ose, op. c it. , p. 142.
^^The percen tages total m ore  than 100 because some people gave 
m ore  than one answ er.
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An undated study sponsored by the National A ssociation of
M anufacturers and conducted by C herrington and R oper, which involved
interview s with approxim ately  6 , 0 0 0  employees showed s im ila r  r e -  
64su its . The answ ers to the question nWhy do you think m ost union 
m em bers  join a union?" showed that 27.5 per cent joined for m ore  
wages, and only th ree  per cent for job security .
In general, the findings of these  surveys show that a sm all p ro p o r­
tion of w orkers join unions p r im a r ily  for job security . However, that 
does not mean definitely that w orkers c a re  m ore  for wages than they do 
for job security . It could mean that w orkers look to management and 
not to unions for job security .
C auses of Work Stoppages
F u rth e r  evidence that wages a re  not le ss  im portant than job security  
is found in the reasons  for work stoppages and s tr ik e s .  Official s ta tis t ic s  
show that a much higher proportion of work stoppages and s tr ik es  occur 
because of wages than because of job security .
A com parison between the percentage of stoppages that occurred  
because of wages and job security  in the la s t  fifteen y ea rs  is  shown in 
Table VI, page 122. The average of the fifteen y ears  shows that the 
number of work stoppages, the num ber of w orkers  involved, and the 
number of m an-days idle over wages and hours a re  far g rea te r  than
64 V i t e l e s ,  o p .  c i t .  , p .  3 4 1 .
TABLE VI
COMPARISON BETWEEN THE PERCENTAGE OF STOPPAGES THAT W 8 ECAUSED BECAUSE OF
WAGES AND JOB SECURITY FROM 1943 TO 1957
Year

























1943 51.0 61.9 80.4 12. 3 8 .8 3.8
1944 43.3 38.1 38.0 16.0 19.3 13.7
1945 42.4 43.7 44.4 14.6 12.5 10.4
1946 44.9 75.1 81.9 8,4 3.4 0 .8
1947 46. 3 37. 2 43.9 9.5 4.6 1 .8
1948 50.8 61.9 73.9 10 .0 6.9 1.9
1949 46.6 51.0 78.7 12 .6 7.7 2 .6
1950 52.8 60.7 83.8 1 2 .2 19.5 5.8
1951 44.4 53.2 62,5 14.3 15.9 8 . 6
1952 48.0 41. 0 39.0 13.6 8.7 2 . 8
1953 55.5 60. 8 77.1 9.9 9.8 6 . 1
1954 49.8 57.8 73.9 11.4 11.4 5.1
1955 49.9 67.2 63.3 10.5 7.6 4.1
1956 ■''' 47. 6 6 6 .8 73.5 10.9 9.7 3.9
1957 47. 1 54.2 70. 3 10.9 14.1 6.9
Average of 
Fifteen Years 48. 0 55.4 65. 6 11 .8 10.7 5.2
Source: Monthly Labor Review, May issue from 1944 to 1958.
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those which a re  over job security* If these percen tages a re  accepted
at their face value , then wages a re  m ore  responsib le  for work stoppages
than job security .
However, there  is  considerable disagreement concerning the rea l
reaso n s  for s tr ik e s ,  and it would be a se rious m istake  to assum e that
the classifica tions given in the rep o rts  of the Monthly I*abor Review
identify the true  causes of s tr ik es ;  at best these  rep o r ts  can be con-
65
sidered  rough approximations*
Stagner commented that w orkers who walk out because of repeated
ego fru s tra tions  will not give this as  a reason for their action, and that
66such frustra tions a re  probably unconscious. He concluded that wages
a re  in many cases  secondary demands used to ra tionalize  the fact that the
6> 7w orkers  a re  unable to state exactly what they want.
H a rre l l  stated that m ore  pay is the reason  often given for m ore  
s t r ik e s ,  and that there  a re  many psychological and social fac tors that 
a re  responsible  for the d issa tisfac tion  of w orkers which they cannot ex­
p re s s  easily; th e re fo re , their only way to exp ress  their feelings is through
6 8
demands for higher wages. A slightly different conclusion was reached 
by M aier when he stated that m en demand ex tra  financial incentives to
^ S ta g n e r ,  “Psychology of Industrial Conflict, " p. 423. 
k^Ibid. , p. 424.
6 7Stagner, "Psychological Aspects of Industrial Conflict, 11 p . 3, 
^ H a r r e l l ,  op. c it. , p. 271.
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offset undesirable  conditions. ^  S im ila rly . Houser commented that it 
is  a m a tte r  of common experience that employees see money as a com ­
pensation for i r r i ta t io n s  or bad working conditions."^® V ite les  s tre sse d  
the fact that a la rge  increase  in income is desired  by those who a re  d i s ­
sa tisfied  with their jobs. ^
Watson concluded that where labor is  well paid, have short hours , 
and good working conditions, but where m orale  is  low. the employees
might exp ress  their low m orale  in te rm s  of such demands, even if they
72a re  certa in  that they were not the cause for their d issa tisfac tion .
F u r th e r ,  the underlying cause of d issa tisfaction  may not be in the pay
73envelope but in the work itself.
Knowles, however, had a different opinion. He reported  that a l ­
though a higher percentage of all s tr ikes  concerned wages, that meant
only that a high proportion of s tr ik es  took the form of wage s tr ik e s .  He
7 4
concluded that wage s tr ik es  tend to be symbolic of wider g rievances.
^ M a i e r ,  op. c it. , p. 2 6 9 .
70H ouser, op. cit. , p . 36.
^ M .  S. V iteles, "What R aises A M an's M o ra le?"  P ersonne l, 
XXX (1954), 306.
72Watson, op. c it .  , p . 364.
73Hartm ann and Newcomb, op. c it . , p . 115.
"^K. G. J .  C. Knowles. S trikes - A Study in Industrial Conflict 
(Oxford; Basil Blackwell, 1954), p. 219.
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On the o ther hand. Tootle said  that em ployees m ay be unhappy 
about prom otion o r the lack  of i t ,  about recognition or the lack  of i t ,  but 
m ost often they a re  unhappy about money and the lack of it .  He con­
tinued that em ployees often put s ta tu s ,  p ride  of p lace , se cu r i ty ,  or work
companionship ahead of m oney, but when they becom e unahppy about
75
m oney they go on s t r ik e s .
Whyte re m a rk e d  that although w orkers  m ay think of o ther fac to rs
7
when they com plain , they a re  s ti ll  m ost ce r ta in ly  concerned  about money.
There  se em s to be a conflict between what the official f igu res  show 
and what tne experience  and knowledge of operating executives and 
psychologists  te l l  about the re a l  causes  of s t r ik e s  and stoppages. Their 
in te rp re ta tio n s  of the underlying cau ses  of s t r ik e s  m ight well be t ru e ,  
and considerab le  weight should be given to them , but the opinions of these  
people a re  only opinions, and they lack  the m a te r ia l  support of e x p e r i­
m ental evidence.
Reasons for Turnover
A th ird  evidence that job secu rity  is not m ore  im portan t than wages 
lie s  in the fact that wages a re  s t i l l  a m a jo r  cause for tu rn o v er .
The r e s u l ts  of five different studies showed that the average
*7E
H. K. Tootle, Em ployees a re  People  (New York: M cGraw- 
H ill Co. , 1947), fc. 187.
7 ^W. F .  Whyte, "Human Relations Theory , M g a r  yard  B usiness  
Review, XXXIV, No. 5. (1956), 127.
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percentage of those who leave the ir  jobs because of wage only was 26
per cent, (See Table VII, page 127.)
In 1947, K err  studied the relationship  between labor turnover and
24 variab les  in seven m ajor m anufacturing divisions which altogether
employed approxim ately  3,000 workers* The following th ree  variab les
w ere found to be significantly re la ted  to tu rnover , that i s ,  hourly
77earn ings, job monotony, and prom otion probability*
S im ila rly , K err  and Smith concluded from  a study of 48 companies
that pay grievances w ere  the p r im e  cause of quitting and it  was m en-
78tioned twice as frequently as  any other single topic of complaint*
Next in the o rder of complaints were transpo rta tion , prom otion, 
working conditions, poor health , job secu rity , co -w o rk e rs ,  housing, 
supervision , confidence in m anagem ent, and in te re s t  in employee 
w elfare .
Bluestone reported  in 1955, a fter a study of w o rk e rs ' reasons  for 
job choice, that wages, physical conditions of employment, and long 
range poss ib ilities  for increased  earn ings were m ajor de term inants  in 
workers* decisions to leave cu rren t jobs or to take new ones* '
77W. A. K e r r ,  "Labor Turnover and Its C o rre la te s ,  11 Journal 
of Applied Psychology, XXXI (1947), 371. /
78F* J .  Smith and W* A* K e r r ,  "Turnover F a c to rs  as  A ssessed  
by the Exit In te rv iew ,"  Journal of AppULed Psychology, XXXVII (1953), 
354.
797A* Bluestone, "Major Studies of W orkers1 Reasons for Job 
C ho ice ,"  Monthly Labor Review, LXXVI3I (1055), 301.
TABLE V n
PERCENTAGE DISTRIBUTION OF QUITS BY MAJOR REASONS FOR QUITTING IN FIVE DIFFERENT
STUDIES
PERCENTAGE DISTRIBUTION OF QUITS BY MAJOR 
REASON FOR QUITTING






L. G. Reynolds 1947-48 450 24 - 31 30 15 100
University of Minnesota 
Ind. Relation Center 1940-50 4500 20 24 29 3 24 100
Massachusetts Institute
of Technology
Ind. Relation Center 1940-50 2700 22 18 8 8 44 100
Bureau of Labor 
Statistics 1940-51 1712 28 25 12 3 32 100
Bureau of Labor 
Statistics 1940-52 1800 37 7 11 8 37 100
Average 26 15 18 11 30 100
Source: Abraham Bluestone, "Major Studies of Workers* Reasons for Job Choice," Monthly Labor Review, 
LXXVm (1955), 303.
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80 81On the other hand* Bellows and C larke  concluded that it was
difficult to determ ine the rea l  cause of turnover because the employees 
them selves did not know the true  rea so n s . Both of them emphasized 
that pay was not the m ost important factor in separation and that 
personnel policies were likely to be m ore  responsib le  for tu rnover.
Even if th is is  true* it is  not scientifically  supported. T herefo re , 
the ir  opinions cannot be conclusive. However, since both of them are  
considered  as experts  in the personnel field* their opinion* should be 
given some consideration  and not ignored completely.
SUMMARY AND CONC LUSION
The preceding d iscussion  does not mean that money is of a 
superior im portance as a m otivational fac to r . Actually it is  not possible 
to form ulate exactly the re la tive  incentive value of wages as com pared 
with other incentives because money se rv es  to gratify various m otives, 
depending upon the individual and the situation. Money m eans security  
for one p e rso n , a be tter  living for another, p res tige  for a third* and a 
method of increasing  future income for a fourth. It is  true  that many of 
the causes  of individual behavior do not go according to certa in  ru le s  or 
p a rt icu la r  fo rm ulas. In fact* it is difficult to give adequate evidences as
^ B e l lo w s ,  op. c i t . ,  p. 270.
Q 1
F . R. C larke , "l^abor Turnover S tu d ie s ,” P ersonne l Journal* 
XXV (1946), 58.
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to the accuracy  of the s ta tis tics  or experim ents cited in th is section* 
and to evaluate the re a l  reaso n s  for w orkers to join unions* to strike* 
or to leave their jobs*
More often argum ents exist about what motivational factors 
w orkers  consider m ore im portant for them; the financial incentives 
or the non-financial ones* The argum ent in this form is m eaningless 
because men a re  in te res ted  in money as well as other factors* A 
major outcome of investigations in the a re a  of m ora le  and motivation 
is the c lea r  dem onstration that neither the financial incentives nor the 
non-financial incentives a re  sufficient within them selves to achieve 
optimum resu lts  in the way of production, m o ra le ,  and harmonious 
labor re la tions . In fact, one gets the im press ion  from the authors who 
found that job security  was ranked higher than wages that financial in ­
centives have large ly  lost their potency in stimulating increased  p roduc­
tion* satisfying em ployees, and reducing industria l conflict. On the other 
hand, there  is equal evidence that wages still  have the power to stim ulate 
w orkers  to produce more* However, a g rea te r  financial incentive can 
produce maximum benefits only when there  is a full understanding between 
w orkers and m anagement. T herefo re , the problem  is not economic in ­
centives or human re la tions; it is how to fit them effectively together to 
produce m ore  satisfaction among the working c la ss .
C H A P T E R  VI
MANAGEMENT AND UNION LEADERS' OPINIONS TOWARD
MOTIVATIONAL FACTORS
Most m anagers  approach the question of human re la tions  in the 
factory  by applying techniques which they believe will sa tisfy  w orkers  
and re su l t  in m axim um  output. S im ila rly , union lead e rs  t ry  to satisfy  
the ir  m em b ers  by giving considerab le  em phasis to the m otivational 
fac to rs  that they think w orkers  want m ost. However, not enough a tten ­
tion has been paid by e ither m anagem ent or union lea d e rs  to the way the 
w orkers  them selves  feel about the sa tisfaction  they a re  seeking from  
the ir  jobs . In fact, the d isag reem en t among w o rk e rs ,  union le a d e rs ,  
and m anagers  as  to the re la tiv e  im portance of m otivational fac to rs  for 
w orkers  is one of the m ajor causes  of the industr ia l  conflict a t the 
p re sen t  tim e.
MANAGEMENT OPINIONS
There have been very  few surveys concerning m anagem en t 's  
opinion of the re la tive  im portance of the various m otivational fa c to rs .
Of these  few, four w ere  c h o a s n  for inclusion in th is  study.
The findings of these  four surveys (See Table VUI, page 131) in ­




AN AVERAGE RANKING OF THE RESULTS OF FOUR SURVEYS ON MANAGEMENT OPINION TOWARD MOTIVATIONAL FACTORS
Investigator NICB (a) John Troxell (b) Forem an F acts (c) Fosdick (d)
Date 1944 1950 1948 1939
Sample 50 Executives 144 Forem en 179 Managers 99 Professionals Forem en in Several Hundred
24 P lan ts Em ployers Total Divided by Result Average Rank
Number of F ac to rs
Used 10 10 10 10 10 8
Steady Work, Job
Security 2 4 8 8 2 2 28 8 4 ,3 3
Wages and Paym ents 1 2 2 5 1 1 12 8 2 1
ReCpgnition 8 10 7 7 8 7 45 8 7,5
Type of Work and
In terest 7 1 1 1 5 3 18 8 3 2
Good Supervision 9 3 9 9 ' 8 5 41 8 8,8 7
Advancement and
Prom otion 4 5 4 8 3 4 28 8 4.3 3
Good Working
Companions ■ 8 8 4 - ■ 18 3 5,3 8
Good Working
Conditions 5 - . . 4 8 15 3 5 5
Good Working Hours 10 ■ * - - 10 1 10 10
Benefits 8 ■ ■ - * 8 1 8 9
Sources; (a) S. A. Raube, Fac to rs  Affecting Employee M orale (New York: 
National Industrial Conference B oard, Studies in Personnel 
P o lic ies , No, 85, 1947), p, 21,
(b) L , G, Lindahl, "What Makes A Good Job ?"  Personnel, XXV 
(1949), 285,
(c) J ,  P , T roxell, "E lem ents in Job S atisfaction ," Personnel, XXXI
(1954), 202,
(d) G, W, Hartm ann and T, Newcomb, Industrial Conflict; A 
Psychological In terpretation  (New York: The Cordon Co7, In c , , 
1939), p, 119.
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p red ic t the rela tive  im portance of the various motivational fac to rs  from  
the em ployees' point of view. The re su lts  of these surveys differed 
widely from  one to another. While wages were rated  at the top of the 
lis t  in th ree  of them , wages w ere ra ted  between second and fifth in the 
rem ainder. Although job secu rity  was ra ted  second by NICB, Forem an 
F a c ts , and Fosdick, it was ranked far below in the surveys conducted by 
T roxell. Also, while T roxell 's  surveys rated  type of work and in te res t  
as f i r s t ,  the other surveys ranked them th ird , fifth, and seventh. How­
ever, most of these surveys agreed  that the recognition and supervision 
fac to rs  a re  not within the f i r s t  five im portant fac to rs .
Because of the lack of conformity among the findings of these s u r ­
veys, an o v e r-a ll  averaging has been made. The re su lts  w ere different 
from  the re su lts  of any individual surveys. According to this o v e r-a l l  
averaging, management ranked the 10 motivational fac to rs  as to their 
re la tive  im portance to w orkers  in the following way: wages, type of work 
and in te re s t ,  job security , advancement and prom otion, working condi­
tions, working companions, supervision, recognition, benefits, and 
working hours.
In comparing the o v e r-a l l  rating of both w orkers  and m anagement, 
using the same 10 fac to rs , (See Table V and Table VIII, pages 115 and 
131* ) it was found that there  was a fa ir ly  close co rre la tion  between 
management and w orkers concerning the relative im portance of the 
following fac to rs : wages, type of work and in te re s t ,  working com ­
panions, benefits , and working hour s. These findings, which indicate 
that management gives considerable  weight to the type of work, differs
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from  the findings of Jurgensen who stated that management does not 
give an adequate weight to the type of work done by w o rk e rs . ^
On the other hand, a g rea t difference was found in the ranking of 
the other fac to rs  by m anagers and w orkers . While w orkers  ra ted  job 
security  as  f i r s t  in im portance, management ranked it th ird . P erhaps  
the m ost significant difference concerned the im portance of the reco g ­
nition fac to r , which was ranked second by w orkers and eighth by 
m anagem ent. A lso, while m anagem ent under-es tim ated  the im p o r­
tance of supervision , it o ve r-es tim a ted  the im portance of advancement 
and promotion and working conditions. This com parison shows that the 
gap between the opinions of both w orkers  and management concerning 
the re la tive  im portance of these motivational fac to rs  is  very wide.
Several reasons can be given for th is difference of opinion.
Since the success  of a business is usually  m easured  in te rm s  of 
p ro fits ,  m anagers tend to assum e that the satisfaction of w orkers is 
m ore  d irec tly  re la ted  to wages than to any other fac to r . H a rre l l
pointed out that pay has been assum ed by managem ent to be alm ost
2
the only incentive w orkers need. However, Whyte stated in 1952 that 
m anagem ent tends to recognize that money is not the sole factor w orkers
*C. E . Ju rgensen , "Selected F ac to rs  Which Influence Job P re fe r  - 
ences , 11 Journal of Applied Psychology, XXXI (1947), 563.
2
T. W. H a r re l l ,  Industrial Psychology (NS»v York: R inehart & 
C o .,  1949), p . 293.
13 4
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look for in the ir  jobs*
Most m anagers  do not take into considera tion  the opinions of
th e ir  fo rem en when they make the ir  in d u s tr ia l  re la tion  p o lic ie s .  In a
survey  conducted by Ja m es  Mullen it was found that 57 p e r  cent of the
forem en w ere  seldom  asked the ir  opinion before  going into co n trac t
4
negotiations with the unions. M o reo v er . 45 p e r  cent of the sam ple  in 
the sam e survey  stated  that the p ro g ram  in the ir  com panies for tra in ing  
su p e rv iso rs  was inadequate or not in ex istence in such m a t te r s  as  
human re la tions  and re la te d  topics*
These re s u l ts  can be expected since m anagem ent pe rsonne l and 
rank  and file w o rk e rs  tend to come from  two sep ara te  soc ia l c lasses*  
While m anagem ent people , except the fo rem en , belong to the upper c la s s ,  
w orkers  belong to the lower c lass*  ^
UNIONS LEADERS' OPINIONS
The only im portan t study dealing with union le a d e r s '  opinion toward 
m otivational fac to rs  is  that of the National Industr ia l  Conference
3
W. F .  Whyte. "Economic Incentives and Human R e la tio n s ."  
H a rv a rd  B usiness  Review. XXX, No. 2 (1952), 73.
4
J .  H. M ullen, "The Superv iso r A s s e s s e s  h is  Job in M anagem ent,"  
P e rs o n n e l , XXXI (1954), 103.
5Ibid.
6W. W. F in lay , A* Q. S a r ta in , and W. M. Tate , Human Behavior 
in Industry  (New York: MeGraw Hill C o . ,  1954), p . 227.
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Board. This su rvey  was conducted among 52 labor le a d e rs .  (See 
Table IXt page 136* for the answ ers they gave when they were asked 
to l is t  in o rd er  of im portance the factor that they thought the employees 
m ost wanted.)
In com paring the findings of this survey and the overa ll  a ttitudes 
of w o rk e rs ,  the following re su lts  w ere found:
There was an agreem ent between labor lead ers  and w orkers  that 
wages and job secu rity  w ere  the m ost im portant fac to rs  w orkers  look 
for in their jobs. Although there  was a slight difference in the ranking 
of job security  between labor lead e rs  and workers* it was not of signi­
ficant im portance.
There was considerab le  difference concerning the rank  of the other 
eight fac to rs .  Labor lead e rs  over-evaluated  working hours and working 
conditions; they ranked them th ird  and fourth* respectively* while the 
w orkers  ranked them eighth and seventh. However* labor lead ers  under- 
evaluated the supervision and recognition fac to rs .  While the recognition 
and the supervision fac to rs  were ra ted  second and fourth by workers* 
they w ere ranked sixth and tenth in im portance by their le a d e rs .
Type of work and interest* advancement and promotion* working 
companions* and benefits w ere not considered by labor lead e rs  among 
the f i r s t  10 im portant fac to rs .
A. S. Raube* F a c to rs  Affecting Employee M orale (New York: 
National Industria l Conference Board Inc.* Studies in P ersonne l 
Policies* No. 85, 1947), p . 21.
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T A B L E  IX
RANKING OF MOTIVATIONAL FACTORS, FROM THE UNION
LEADERS POINT OF VIEW
 Fac to r Rank
Wages and payment 1
Job Security 2
Good Working Hours 3
Good Working Conditions 4
Labor Unions 5
Recognition 6
Methods of Handling G rievences 7
Vacations and Holidays 8
Job Evaluation P ro g ra m s  9
Good Supervision 10
Source: S. A. RaUbe, F ac to rs  Affecting Employee M orale (New York: 
National Industria l Conference Board, Studies in Personnel 
P o lic ies  No, 85, 1947), p, 21.
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Therefore* the opinion of the ir  union leaders* differed widely 
from  what the w orkers them selves think. Brent B exter pointed out 
that while unions a re  viewed as rep resen ta tives  of the m em bers  and 
should rep re sen t their needs, they usually have the ir  own objectives
g
which m ay or may not re flec t the opinion of the m em b ers . In other 
words* union lead e rs  a re  often m ore  in te res ted  in what they believe 
w orkers  should have ra th e r  than what the w orkers  them selves d es ire  
to have.
This wide difference between the opinions of union lea d e rs  and 
w orkers could be due to sev era l  reasons .
It is  not su rp ris ing  that union lead ers  do not know exactly what 
w orkers  want since the m em bers  a re  norm ally  not willing to devote 
much of the ir  time to the union in ternal ac tiv ities . S trauss and Sayles 
stated that the union m eetings usually a ttra c t  from  two to eight per  cent
of the m em b ers ,  and in general* attendance does not exceed six per cent
9
of the to ta l m em bersh ip .
F u r th e rm o re ,  a la rge  number of those who do attend a re  personal 
followers of the lead ers  and have little  p rac tica l  concern for the union 
functions. ^  This low attendance is due to the fact that many w orkers
g
W. Dennis* C urren t Trends in Industrial Psychology (Pittsburgh: 
U niversity of P ittsbu rgh  P r e s s ,  1949), p . 130.
^G. S trauss  and L . R. Sayles* "The Local Union M eeting ,"  
Industria l and Labor Relations Review* VI (1953), 209.
1 0 Ib id .
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s t i l l  do not understand  the pu rpose  and function of unions and do not 
like to bother th em se lves  with m eetings in which they have no im m ed i­
a te  in terest*  ^  M oreover, appointm ents to m inor com m ittees  a re  often 
12
h ard  to f ill .
Although m ost union le a d e rs  w ere  a t one time p a r t  of the rank
and file group, they often fail to know the exact demands of m e m b e rs .
This is probably  because  things have changed since they w ere  rank
and file em ployees and the ir  a s s is ta n ts  fail to keep them  inform ed con-
13cerning the p r im a ry  in te re s t  of the workers* M oreover, some of
them  becam e le a d e rs  without being in the rank  and file* In addition,
the ir  p re s t ig e  and au thority  as  le a d e rs  tends to make them  assu m e  an
14in tim ate  knowledge of the field  that they do not always possess*
The growth of cen tra liza tio n  of union adm in is tra tion  has m ade it
m o re  com plicated  for national o ff ice rs  to know the dem ands of the
15w o rk e rs  in the union locals*
**L. R. Sayles and G. S tra u s s ,  "What the W orker Really  Thinks 
of His Union, 11 H arv a rd  B usiness  Review, XXXI, No. 3 (1953), 102.
1 2lbid. , p .  95.
^ J u r g e n s e n ,  op* cit* , p , 562.
14P ro fe s s o r  L* C. Megginson, L ec tu re  in m anagem ent sem in a r .
I  C
J .  S h is te r ,  "Who C ontro ls  Union P o lic ie s  ? "  P e rso n n e l ,  XXIV 
(1947), 101.
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COMPARISON BETWEEN WORKERS, MANAGEMENT, AND
UNION LEADERS1 OPINIONS
Both management and union lea d e rs  agree  that wages a re  of g rea t 
im portance to w o rk ers . However, union lead e rs  a re  c lo se r  than m anage­
m ent to the w o rk e rs ' opinions as to job security . Management seem s to 
have b e tte r  sense of w o rk e rs ' opinions concerning working hours and 
supervision than the union le a d e rs .  On the other hand, union lead e rs  
a re  m ore  p ra c tic a l  than managem ent in appreciating the im portance of 
recognition and working conditions as motivational fac to rs .
In genera l, management ranked four fac to rs  a lm ost in the same 
m anner as  the w orkers  them se lves . These fac to rs  were wages, type 
of work and in te re s t ,  working companions, and benefits . On the other 
hand, union lead ers  ranked two fac to rs  about the sam e as  they were 
ranked by the w o rk e rs . These fac to rs  w ere  wages and job security . 
According to the re su l ts  of these s tud ies , (See Table X, page 140) 
m anagem ent understands the attitudes and wants of w orkers  m ore  a c ­
cura te ly  than union lea d e rs .  However, an im portant lim itation  to these 
findings should be m entioned. While sev e ra l  studies a re  used to show 
the opinion of w orkers  and m anagem ent, only one study is  used to show 
the opinion of union le a d e rs .  Although one study is not sufficient to be 
conclusive, it is  the only im portant one available.
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T A B L E  X
A COMPARISON OF THE RATINGS OF WORKERS, UNION LEADERS, 
AND MANAGEMENT OF THE 10 MOTIVATIONAL FACTORS
Rank by
F ac to r W orkers Union L eaders Management
Steady Work and Job Security 1 2 3
Wages and Paym ent 1 1 1
Recognition 2 6 8
Type of Work and In terest 3 - 2
Good Supervision 4 10 7
Advancement and Prom otion 5 - 3
Good Working Companion 6 - 6
Good Working Conditions 7 4 5
Good Working Hours 8 3 10
Benefits 9 9




N either m an ag ers  nor union le a d e rs  have a ccu ra te ly  in te rp re ted  
the wants of w o rk e rs .  Both groups have overem phasized  fac to rs  which 
a re  considered  re la tiv e ly  unim portan t by w orkers* and under em phasized  
fac to rs  which a re  considered  by w o rk e rs  to be of g rea t  im portance .
While m anagem ent and union le a d e rs  put m ost of the ir  em phasis  on the 
m a te r ia l  benefits* w o rk e rs  want both m a te r ia l  and nonm ateria l  benefits .
In conclusion* the c o rre la t io n  between the opinion of m anagem ent 
and w o rk ers  concerning m otivational fac to rs  ind icates c le a r ly  that 
m anagem ent does not give ca re fu l attention o r  adequate considera tion  
to m otivational fac to rs  accord ing  to the ir  im portance  for w o rk e rs .  The 
re s u l ts  of m anagem ent su rveys  show that management up to the p re sen t  
tim e follows* to a c e r ta in  extent* the " c la s s ic a l  school of m anagem ent*" 
developed by Taylor and h is co lleagues . M anagem ent s t i l l  in s is ts  that
the econom ical incentives a re  the m o st im portan t m otivational fac to rs
/
to get the h ighest sa tis fac tion  of w o rk e rs .  The effect of in d u s tr ia l  
psychology on the philosophy of m anagem ent is  s t i ll  sm a ll .  M anage­
m ent-level p e rso n n e l s t i l l  does not re a l iz e  that in the long ru n  the em ­
ployees want both econom ical and non-econom ical incentives equally.
As for the sho rt  run , the re la tiv e  im portance  of the various incentives 
differ from  one tim e to another accord ing  to the im m edia te  needs of the 
w o rk e rs .  In spite of the la rg e  num ber of surveys which indicate  the r e a l  
wants of workers* m anagem ent does not seem  to give much thought to
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their findings. Although managem ent-level personnel w ere  c lo se r  to 
workers* opinions than union lead e rs  in indicating the re la tive  im ­
portance of m otivational fac to rs , they a re  still  far from  the point of 
understanding the workers* tru e  attitudes.
The sm all impact of w orker attitude surveys on managem ent 
philosophy could be due to the fact that the study of motivation in p e r ­
sonnel adm in istra tion  is re la tive ly  new and that m anagem ent is still  in 
the p ro c e ss  of adjusting personnel p rocedu res  in accordance with 
workers* wants. However, m anagem ent should continue its  re s e a rc h  
concerning w orkers a ttitudes by conducting m ore  surveys and by placing 
considerable  weight on fo re m e n ^  opinions regard ing  personnel ad­
m in istra tion  p ro ced u res . M oreover, since w orkers  a ttitudes change 
from  tim e to tim e, management should adjust constantly its  personnel 
adm in istration  philosophy according to the la te s t  inform ation.
C H A P T E R  VII
EMPLOYMENT SECURITY
The previous d iscussion showed that employment security  has a l ­
ways been a m a tte r  of g rea t concern  to employees* Employment secu rity  
is  considered by the working group as one of the m ost im portant m orale  
factors* Four m ajor sources of economic in security  a re  widely reco g ­
nized: lo ss  of job because of d isability  resulting  from  illness  and a c ­
cidents; loss  of job because  of d isability  resu lting  from  old age; lo ss  of 
job because of fluctuations in business  resulting  from  the general 
economic conditions of the country, the industry , and the firm ;* and 
loss of job because of changes in technology.
W orkers have rece ived  increasing  pro tection against the hazards  
resulting  from  the f i r s t  two sources  through governm ental legislation 
and through collective bargaining agreem ents* Protection against the 
hazard  of losing income because of illness  and accidents is p a rtia lly  
provided by s ta tes  through w orkm an 's compensation law s, supplemented 
in some cases  by p riva te  p ro g ra m s .  P ro tection  against the hazard  of 
inadequate income because of old age is provided by F ed e ra l  old age and 
surv ivors  in su ran ces , frequently supplemented by private  pension p ro ­
grams*
*D* Yoder, P e rso n n e l P rin c ip les  and P o lic ies  (NewYork:
P ren tice  Hall In c . ,  1952), p , 514*
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This chap ter  deals  with the th ird  source  of economic in se cu r i ty , 
that i s ,  the fea r  of lo ss  of job because  of business  fluctuations. This 
fea r  was ranked high on the l is t  by w o rk e rs  in the attitude surveys*
Unemployment because  of bus in ess  fluctuations might be caused 
by cyc lica l or seasonal varia tions in business  activities* C yclical un­
employment is  that which is asso c ia ted  with the dep ress io n  and re c e s s io n  
phase  of b usiness  cycles; seasonal unem ploym ent is  that which re s u l ts  
f rom  seasonal fluctuations in business*
CYCLICAL UNEMPLOYMENT
C yclical unemployment usually  affects a  la rg e  proportion  of the
working fo rce  and la s ts  for a  re la tiv e ly  long time. Its prevention  has
always been a  m a jo r  economic p rob lem  in this country* During the la s t
2
150 y e a rs  th e re  have been 17 d ep ress io n s  and 52 recessions*  In 
g en era l ,  the h ighest pe rcen tage  of unemployment since 1900 was ex­
p e rien ced  in 1907-1908, 1914-1915, 1921-1922, and 1930-1935. The 
la s t  d e p re ss io n  is  considered  by fa r  the m ost sev e re  of all; it  was during 
th is period  that the percen tage  of unemployed went as  high as 25 p e r  cent 
of the c iv ilian  labor fo rce . That d ep re ss io n  gave p a r t ic u la r  em phasis  
to the fact that m a s s  unemployment is  one of the m ajo r  types of economic 
insecurity* A study of the percen tage  of unemployed w orkers  in the la s t
9
P .  A. Samuel son. Econom ics (4th. ed. ; New York: McGraw 
H ill Co. , 1958), p .  256.
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10 y ea rs  shows that the percentage of unemployment fluctuates sharp ly  
from  one year to another according to the general economic conditions 
of the country. (See Table XI, page 146). During the la s t  10 y e a rs  the 
annual average of unemployment was never below 2. 5 pe r  cent of the 
civiliap. labor fo rce . The percentage of unemployed w orkers  ranged 
from  2 .5  pe r  cent in 1953 to 7 .7  pe r  cent in March* 1958.
Although these  overa ll figures show the general effect of business 
cycles on the civilian labor fo rce , they do not show the effect of these  
cycles on employment in the individual industr ies . In fact, business 
cycles do not affect a il  industr ies  equally, for while the ir  im pact is 
heavy on some in d u s tr ie s , it is  re la tive ly  low on o th e rs .  In genera l, 
such cycles cause g rea te r  fluctuations in unemployment in heavy indus­
t r ie s  which produce m achines and equipment used by other industr ies  to 
tu rn  out consum er goods. Since yearly  average figures of unemployment 
by industry  a re  not availab le , layoff ra te s  a re  used . Layoff ra te s  tend 
to indicate the percentage of separa tions caused by economic fluctuations 
from  one year to ano ther. An analysis  of the annual average of layoff 
r a te s  in 13 selected industr ies  in the la s t  seven y ears  shows c le a r ly  that 
the effect of such cycles is not the sam e in a ll  in d u s tr ie s .  (See Table XII, 
page 147). The average  layoff ra te  for the seven-year period from  1951 
to 1957 ranges from  0 .8  per cent in the tobacco industry  to 2 .4  p e r  cent 
in the transporta tion  equipment industry . Also, the effects of economic 
conditions differ widely from  one industry  to another within a given yea r .  
While 2. 3 pe r  ceot of the w orkers  in the lum ber industry  w ere la id  off in
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T A B L E  XI
UNEMPLOYED PERSONS AS A PERCENT OF THE CIVILIAN 
LABOR FORCE FROM 1949 TO 1958
Y ear
Civilian Labor F o rce  
in Thousands
Unemployed P e rso n s  
in Thousands P ercen t
1949 62,105 3,395 5.5
1950 63,089 3,142 5.0
1951 62,884 1,879 3.0
1952 62,966 1,673 2.7
1953 63,815 1, 602 2.5
1954 64,468 3,230 5. 0
1955 65,847 2,654 4 .0
1956 67,530 2,551 • 00
1957 67,946 2,936 4 .3
1958 March 67,510 5,198 7 .7
Source: S ta tis tica l A bstract of the United S ta tes , (1958).
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T A B L E  XII
A N N U A L  A V E R A G E  O F  L A Y O F F  R A T E S  IN S E L E C T E D  IN D U ST R IE S
F R O M  1951 TO  1957
(P E R  100 E M P L O Y E E S )
Industry 1951 1952 1953 1954 1955 1956 1957 Average
Manufacturing 1.2 1. 1 1.3 1.9 1. 2 1.5 1.7 1.4
Durable Goods 1. 1 1.2 1.4 2.2 1.3 1.6 1.9 1.5
Lumber 1.6 1.5 1.8 2. 1 1.9 2. 1 2.3 1.9
Furn itu re 1.6 0 .8 1.4 1.9 1.2 1.4 1.9 1.5
Machinery 0.4 1.0 1.0 1.8 0. 8 0 .9 1.6 1. 1
Transporta tion
Equipment 2. 1 1.7 2.3 3. 1 2 .2 2 .8 2.6 2.4
Non-durable Goods 1.3 1.2 1.2 1. 5 1. 1 1. 2 1.4 1.3
Food Products 2 .0 1.9 2. 2 2.6 2 .4 2. 1 2.4 2 .2
Tobacco " 1.3 0.7 0.7 0.6 0. 6 0. 6 0.9 0. 8
Textile " 1.8 1.5 1 .4 . 1.7 1. 2 1.4 1.7 1.5
M en's Clothing 2. 3 1.7 0.8 1.9 1. 2 1.3 1. 7 1.6
Chemical
Products 0. 5 0. 6 0 .6 0 .7 0.4 0. 5 0 .6 0.6
Rubber P roducts 0.7 0.7 1. 2 1.4 0. 7 1.1 1. 1 1.0
P e tro leum  and 
Cool Products 0. 2 0.3 0 .3 0 .4 0.4 0.3 0. 5 0.4
Leather P roducts  1.4 0.9 0. 8 1. 1 0 .9 1. 2 1. 2 1. 1
Source: Employment and E a rn in g s , V (1958).
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1957, only 0 ,5  p e r  cent of the w o rk e rs  in the pe tro leum  and coal in ­
d u s tr ie s  w ere  laid  off.
Not only do the layoff r a te s  d iffer from  one industry  to ano ther, 
but the r a te s  a lso  differ from  one a re a  to ano ther. F o r  exam ple , the 
layoff ra te  in 1957 was le s s  than one p e r  cent in the D is tr ic t  of 
C olum bia, while it was a lm ost th re e  and one half p e r  cent in F lo r id a , 
(See Table XHI, page 149.)
Thus, cyc lica l unemploym ent d iffe rs  in th ree  re s p e c ts :  from  
year to y e a r ,  among the different in d u s tr ie s ,  and among the d ifferen t 
a r e a s  of the country .
V arious devices have been used  by individual f i rm s  to e lim inate  
the effects of re c e s s io n s  on em ploym ent, but they have not provided
secu r ity  against major cyclical fluctuations and probably  cannot provide 
3
it. The m aintenance of full employm ent depends on o v e ra ll  national 
economic po lic ies  as  well as  genera l bus in ess  conditions. In fac t, the 
A m erican  policy embodied in the Em ploym ent Act of 1946 has a lready  
been successfu l in m eeting the employment p rob lem  in the re c e s s io n s  
of 1949, 1954, and 1958. In section 2 of the Act, C ongress  dec la red  
that it is  the continuing policy and resp o n sib ili ty  of the F e d e ra l  G overn­
m ent to use  a ll  p rac t ic ab le  m eans to provide employm ent opportunities 
for a ll  those who a re  ab le , willing, and seeking for w ork, and to
3
Y o d e r ,  o p . c i t .  , p .  5 3 0 ,
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4prom ote maxim um  employment, production, and purchasing power.
However, although fluctuations in employment since 1949 have
not been g rea t,  there  is no rea so n  to believe that the th rea t  of cyclical
unemployment has been ended. On the co n tra ry , no basic change in
the economic policy of th is  country has occu rred  since the end of the
la s t  depress ion  to justify  the view that the A m erican economy never
5
agail will suffer from  m ajor d ep ress io n s . Although the United States 
Government contro ls the economic polic ies of this country, the degree 
of its  in te rfe rence  to provide a continuous balance between investm ents 
and expenditures is  re la tive ly  sm all  if cdm pared  with the amount of 
government contro l in other industr ia l  nations. On the other hand, the 
fact that m ore  government contro l has been effective in some other 
countries does not m ean that m ore  governm ental regulations will be 
successfu l in the United S ta tes . Successful government control r e ­
qu ires  a varie ty  of c ircu m stan ces  that d iffer widely from  one country 
to another and in the same country from  one industry  to another.
T here fo re , since the contro l of m ajo r cyclical unemployment is  
beyond the ability  of the governm ent according to the past experience ,^
4
"Employment Act of 1946y 79th C ongress 2nd. se ss io n , 1946,
p. 23.
5
A* R. Oxenfeldt, Economic System s in Action (Rev, ed. ; New 
York: R inehart fc Co. , 1957), p . 22.
6W. W. W aite, P ersonne l A dm inistra tion  (New York: The 
Ronald P r e s s  C o . ,  1952), p. 542.
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and since m ore  governm ental regulations a re  not d es ired  by the 
A m erican people, then the logical conclusion is  that cyclical unem ­
ployment will continue in the future*
SEASONAL UNEMPLOYMENT
Seasonal unemployment appears  in m ost industries  but especially
those in which production depends p a rt ia l ly  on the habits of the buyers ,
7
the supply of raw  m a te r ia ls ,  the w eather, the sty le, and the like* 
Unstable schedule of production in such industr ies  causes  a co n s id e r­
able fluctuation in layoff ra te s  and in num ber of employed w orkers  from 
one month to another; Table XTV, page 152, shows the layoff in 1947 
in 10 different industr ie s  which a re  c lass if ied  as durable and non­
durable . These 10 industr ie s  w ere  chosen because they show c le a r ly  
the effects of seasonal operations on monthly employment fluctuations.
In genera l, the seasonal fluctuations of layoff ra te s  in the durable  goods 
industr ie s  have been higher than in the nondurable goods industries* 
While the layoff r a te s  for durable goods ranged from  1*3 p e r  cent in 
June to 3 ,0  per cent in November with an annual ra te  of 1.9 per cent, 
they ranged from  0. 8 per cent in June to 2, 1 per cent in D ecem ber with 
an average ra te  of 1,4 p e r  cent for nondurable goods*
The highest d ifferential of layoff ra te s  between these  10 industr ies
7
J .  W. G arbarino , Guaranteed Wages (Berkely; U niversity  of 
C alifo rn ia , 1954), p . 5.
TA BLE XIV
MONTHLY FLUCTUATIO N OF L A Y O FF RATES IN SEL EC T ED  INDUSTRIES IN 1957
(P E R  100 EM PLO YEES)
Industry Jan. Feb. Mar. Apr. May June July Aug. Sept. Oct. Nov. Dec. Average
Durable Goods 1.5 1.5 1.7 1.5 1.6 1.3 1.4 1.8 2.1 2.7 3.0 2.9 1.9
Lumber 2.1 3.4 2.4 1.5 1.5 0.7 1.8 3.0 1.6 3.2 3.5 3.8 2.3
Furniture 2.0 1.5 1.6 1.6 1.5 1.7 0.9 1.3 1.5 3.0 2.8 2.6 1.9
Machinery
Transportation
0.7 1.0 1.2 1.2 1.7 1.4 1.2 1.7 1.8 2.4 2.9 1.8 1.6
Equipment 2.0 1.6 1.8 1.8 2.0 1.6 2.5 3.3 4.1 4.3 3.5 3.6 2.6
No a durable Goods 1.6 1.1 1.3 1.4 1.4 0.8 1.0 1.2 1.2 1.4 2.0 2.1 1.4
Food Products 3.3 2.1 2.0 2.1 2.1 1.2 1.9 2.4 2.0 2.0 3.4 2.7 2.4
Tobacco Products 1.3 0.4 1.8 0.4 0.5 0.2 0.8 0.9 0.7 0.5 0.3 1.5 0.9
Textile Products 1.7 1.2 1.8 1.7 1.7 1.2 1.2 1.4 1.4 1.9 2.1 2.4 1.7
Chemicals Products 0.4 0.6 0.6 0.5 0.5 0.3 0.7 0.8 0.6 0.7 1.0 1.2 0.6
Leather Products 0.9 0.8 1.1 1.3 1.1 0.5 0.7 1.1 1.6 1.2 1.4 1.3 1.2
Rubber Products 1.3 1.3 1.5 1.7 1.1 0.7 0.5 1.2 0.7 0.8 1.4 2.3 1.1
Source: Monthly Labor Review, LXXX (1957),
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was in the lum ber industry , where the difference between the highest 
and the lowest ra te s  in 1957 was 3, 1 p e r  cent. Second to the lum ber 
industry  was the transporta tion  equipment industry* The lea s t  v a r ia ­
tion was found in the chem icals industry  where the difference was le s s  
than one pe r  cent.
F u r th e rm o re ,  the percentage of change in layoff ra te s  from  the 
lowest to the highest ra te  in the same industry  was very large* It was 
never le s s  than 100 pe r  cent in any industry  whether the industry  was 
of the durable or the nondurable group* In som e industries  the layoff 
ra te  was in ce rta in  months eight tim es higher than in other months in 
the same y e a r .  The highest percen tage  was in the tobacco industry , 
while the lowest was in the textile  industry . (See Table XV, page 154.) 
M oreover, the percen tage  change in seasonal fluctuations in the non­
durable  goods was higher than in the durable goods* This was p a rt ia l ly  
due to the fact that m ost of these  industr ies  depend upon ag ricu ltu ra l 
raw  m a te r ia ls  which a re  available only during ce r ta in  seasons* In 
addition, the demand for the products of some of them is m ostly  
seasonal.
In general, i t  appears  that the layoff r a te s  a re  usually  the lowest 
in June and July and highest in November and December for both durable 
and nondurable goods* That m eans that w orkers  in m ost industr ies , 
durable or nondurable, suffer a high ra te  of layoff in the winter* This 
m akes the problem  of seasonal unemployment m o re  serious because 
the w orkers  who a re  laid  off in one industry  in the winter months have
154
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Durable goods 1. 3 3.0 131
Lumber .7 3. 8 443
F urn itu re .9 3.0 233
Machinery .7 2 .9 314
Transportation Equipment 1. 6 4 .3 169
Nondurable Goods .8 2 .0 150
Food Products 1.2 3.4 183
Tobacco Products .2 1.8 800
Textile P roducts 1.2 2.4 100
Chem icals P roducts .3 1. 2 300
L eather Products . 5 1. 6 220
Rubber Products . 5 2.3 360
Source: Monthly Labor Review, LXXX (1957).
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difficulty in finding other jobs since winter is also a high layoff season 
in Other industries*
In o rd er  to analyze seasonal unemployment p rob lem s from  
another point of view, the number of w orkers  in selected  industr ie s  for 
each of the twelve months of 1957 was obtained. (See Table XVI, page 
156)* In this table the seasonal fluctuations in employment w ere  c lea r ly  
shown* The re su l ts  were com parable  to previous findings. The low 
season of employment for both durable and nondurable goods was during 
the winter m onths. However, the re  is  a  slight co n tras t  in the high 
season of employment between Tables XIV and XVI* pages 152 and 156. 
F o r  exam ple, while the lowest ra te  of layoff for the durable goods was 
in June* according to Table XV, the lowest ra te  was during January* 
according to Table XVI. Although the re  should not be such differences* 
they do exist and possib ly  could be a ttribu ted  to the fact that 1957 was a 
year of steady decline in employment in durable goods in d ustr ie s .
That continuous drop in employment was an indication of the approach 
of the 1958 recess io n .
UNION POLICY TOWARD THE EMPLOYMENT 
SECURITY PROBLEM
Unions have succeeded in achieving for w orkers  a  type of employ­
m ent security  through their collective bargaining ag reem en ts .  They 
have fought hard  to develop com prehensive ag reem en ts  fo r dealing with
TA BLE XVI
EM PLO YEES IN NONAGRJCULTURAL ESTABLISHM ENTS BY INDUSTRY FROM ONE MONTH TO
ANOTHER IN 1957
(IN THOUSANDS)
Industry Jan. Feb. Mar. Apr, May June July Aug. Sept. Oct. Nov. Dec.
Durable Goods 9,990 9,992 9,976 9,927 9,895 9,913 9,756 9,802 9,710 9,687 9,593 9,426
Machinery 1,752 1,764 1,764 1,750 1.728 1,715 1,686 1,659 1,657 1,636 1,608 1,586
Motor Vehicles 873 864 853 823 813 794 763 773 6)4 753 827 831
Canning 54 55 55 57 57 58 60 61 59 55 53 52
Non-durable Goods 6,969 6,953 6,957 6,895 6,867 6,939 6,954 7,153 7,195 7,096 6,988 6,903
Food Products 1,459 1,429 1,431 1,433 1,452 1,511 1,579 1,655 1,674 1,591 1,519 1,476
Tobacco Products 97 93 86 83 82 83 80 100 108 104 96 92
Textile Products 1,027 1,025 1,020 1,012 1,004 1,004 986 1,002 1,003 998 985 978
Paper Products 576 573 575 575 573 579 570 576 581 580 578 575
Chemicals " 835 836 840 842 838 832 829 833 834 832 828 825
Rubber Products 275 271 270 250 262 256 260 265 267 270 269 263
Source: Monthly Labor Review, LXXXI (1958).
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the layoff problem* Unions, through collective bargain ing  a g re em e n ts ,  
fo rced  management to layoff w o rk e rs  accord ing  to c e r ta in  regulations* 
C lauses  in such ag reem en ts  se rv e  to reduce  em ployees in secu r i ty  by 
providing them  with various job p ro tec tio n s . Some c lau ses  in these  
a g reem e n ts  provide that sen io rity  will be a m a jo r  fac tor to be taken 
into considera tion  when laying off the workers* In 1954-55, out of 
1,743 a g re e m e n ts - -e a c h  ag reem en t covering 1,000 w o rk ers  o r  o v e r— 
involving 7 ,642 ,000  w o rk ers  in a ll  in d u s tr ie s ,  1,347 a g reem en ts  c o v e r -
g
ing 5 ,815 ,000  w o rk e rs  had some form  of p rov is ion  concerning layoffs.
Of these  1,347 a g re em e n ts ,  579 involving 2 ,974 ,000  w o rk e rs  
sta ted  that s tra ig h t sen io rity  should be applied when laying off w o rk e rs ,  
and 749 ag reem en ts  covering 2 ,738 ,000  w o rk e rs  sta ted  that length of 
se rv ice  and o ther fac to rs  should be taken into account when m anagem ent 
used  th is right*
Other c la u se s  in such agreem ents sta ted  that working hour s p e r  
week should be reduced  p r io r  to layoffs in o rd e r  to give a la s t  chance 
for ev e ry  w orker to be on h is  job. In 19.54-55, 356 ag reem en ts  involving 
2 ,212 ,000  w o rk e rs  contained such provisions* One hundred th ir ty -f ive  
of those ag reem en ts  covering  662,000 w o rk e rs  sta ted  that reduction in 
working h o u rs  in lieu  of im m edia te  layoff should be d isc u sse d  by a  jo in t 
m anagem ent-union  com m ittee  before m anagem ent m akes a final decision
g
S ta tis t ic s  a r e  obtained from  differen t is su e s  of: Monthly I*abor 
Review. LXXIX (1956); LXXX (1957).
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in such a m a t te r .  In five agreem ents the decision  was left to the unions* 
and in 42 ag reem en ts  the decision  was a t the d isc re tio n  of m anagem ent.
P ro v is io n s  for advance notice before  a  layoff action was taken was 
a lso  an im portant c lause  in 408 agreem ents in 1954-55. These c lauses  
v a ried  from  a one-day  notice to a notice of m o re  than a week.
The p rev ious  d iscu ss io n  shows that unions fought and s t i l l  fight to 
get a  fo rm  of em ploym ent secu rity  for th e ir  m e m b e rs .  H ow ever, e m ­
ploym ent se cu r i ty  cannot be obtained through the e fforts  of unions alone. 
Unions' ab ility  to con tro l the fluctuations in employment or layoff r a te s  
is l im ited  to the amount of cooperation  between m anagem ent and unions 
concerning th is  m a t te r .
UNEMPLOYMENT BENEFITS
W orkers  suffer from  in s tab ility  in employm ent p r im a r i ly  because  
th e ir  wages d e c re a se  sharp ly , o r  stop com plete ly , during unemploy­
m ent p e r io d s .  To a lim ited  extent unemploym ent benefits  help to p r o ­
vide them  with the n e c e s s a ry  cash  for the ir  im m edia te  needs , in addition 
to a public job p lacem ent p ro g ra m . These unemployment com pensation 
paym ents re p re se n t  one of the m a jo r  public p ro g ram s estab lished  to 
guaran tee  a m inim um  of secu r ity  against the h aza rd s  of unem ploym ent. 
Its im m edia te  purpose  is  to provide a m inim um  income ra th e r  than
159
9
com plete  financial se cu r i ty .  The v a rio u s  s ta te  p ro g ra m s  a re  based  on 
the assum ption  that th e re  will always be a c e r ta in  amount of unem ploy­
m ent. In fact, they a re  not designed to rem ove the cau ses  of unem ­
ploym ent, but to modify, o r  a llev ia te  the effects . H ow ever, to a c e r ta in  
extent they re l iev e  m anagem ent and the unions of the re sp o n s ib ili ty  of 
finding jobs for the unemployed w o rk e rs .
In m ost s ta te s  unemployment benefits a re  re la tiv e ly  sm a ll .  In 
1954 the average  weekly benefits paym ent in a il s ta te s  was $23 .58 , the
average  potentia l duration  of benefits was 22 w eeks, and the average
1 0
duration of benefits was 10 w eeks. The percen tage  to be paid  to the 
unemployed w orker a lso  d iffers  from  one sta te  to ano the r . It v a r ie s  
from  as l i t t le  as  25 p e r  cent of the weekly earn ings in the State of 
T exas, to not m o re  than 40 p e r  cent of the weekly earn ings in 
M i s s i s s i p p i . ^  In g en era l ,  how ever, it  is  a lm o st a th ird  of the a v e r ­
age weekly ea rn in g s . M oreover , the pe rio d  of coverage  d iffe rs  from  
one sta te  to ano the r . It ran g es  from  as low as  16 weeks to a high of 
30 w eeks, but in the m a jo r ity  of s ta te s  it runs between 18 and 26 weeks.
9
M. W• L a t im e r ,  G uaranteed Wages - re p o r t  to the p re s id en t  by 
the adv iso ry  board  (Washington: United S ta tes G overnm ent P rin ting  
Office, 1947), p . 148.
^ " E c o n o m ic s  of the G uaranteed W age ,"  Monthly Labor Review, 
LXXVUI (1955), 159.
**S. H. U n te rb e rg e r ,  G uaranteed  Wage and Supplem entary  Un - 
employm ent (Chicago: C om m erce  C learing  House b e .  , 1956), p . 5.
^ Y o d e r ,  o p .  c i t .  , p .  5 3 1 .
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This sh a rp  drop in the w o rk e rs 1 sca le  of living when they a re  out 
of work explains why they find th is  p ro g ram  an inadequate solution to 
the employm ent secu r ity  p ro b lem . W orkers  should not suffer a la rg e  
d e c re a se  in th e ir  incom es because  seasonal unemploym ent is  not 
n e c e s sa r i ly  th e ir  fault. Seasonal unemployment in many in d u s tr ie s  is  
due to a c e r ta in  extent to the m isplanning of m anagem ent to s tab ilize  
the schedule of p roduction . H ow ever, th is  does not m ean that m anage­
m ent is  fully responsib le  for a ll  seasonal unemployment c a s e s .  E m ­
ploym ent fluctuations could be due to the m isplanning of m anagem ent, 
as well as  to inadequate m anagem ent-union  cooperation , or to any o ther 
factor which is beyond the ability  of both m anagem ent and unions, such 
as  the genera l conditions of the in d ustry  i tse lf .
E ssen tia lly ,  labor wants employm ent se cu r i ty ,  and m anagem ent 
wants reduced  co s ts  and g re a te r  p ro f i ts .  The common denom inator of 
these  two goals is  reg u la r i ty  and continuity of production  and em ploy­
m ent. In o rd e r  to achieve th is  end both p a r t ie s  should have a g rea t
d e s i re  to obtain production s tab iliza tion  since it is  the only way to m a in -
13tain  steady em ploym ent. Steady opera tions  a lm ost always re s u l t  in
14b e tte r  u tiliza tion  of cap ita l and le s se n s  lab o r  tu rn o v e r .  M oreover,
National A ssocia tion  of M anufac tu re rs , The G uaranteed Annual 
Wage and Its Im plications (New York: N. A. M. , 1954), p . 3.
14
E . E . W itte, "Steadying the W o rk e r 's  Incom e, 11 H a rv a rd  
B usiness  Review, XXXV (1946), 317.
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g rea te r  secu rity  for employees m eans higher m o ra le ( b e tte r  m anage­
m ent-labor relations* and an in crease  in w o rk e rs 1 productivity.*®
Management can control seasonal fluctuations to a ce rta in  extent. 
Dale s tre s se d  the fact that unemployment m ay be avoided in m odern
society and that the p r im a ry  responsib ility  for continuous employment
16
of labor r e s t s  with m anagem ent.
Although the demand for the products of several industr ies  is a l ­
m o st inelastic  and stable a ll  year round* and although the re  is no sub­
stan tia l problem  of seasonality  in raw  m a te r ia ls  and supplies* the 
w orkers  in these industr ies  suffer a high ra te  of seasonal unemployment. 
F o r  example* the seasonal unemployment was 3.9 pe r  cent in drugs and
medicines industr ies ; 5. 8 pe r  cent in the pe tro leum  refining industry;
17and 6 .5  per cent in the crude pe tro leum  production industry . If these 
re la tionsh ips a re  true  in these  industries* then managem ent is  r e ­
sponsible for such fluctuations in employment. Furtherm ore*  since 
management has succeeded in providing stable employment for their
15
J .  C^irenick and G. C. Hellickson* Guaranteed Anneal Wages 
(Minneapolis: The U niversity  of Minnesota P ress*  1945), p. 98.
*^E. Dale* Annual Wages and Employment Stabilization Techniques 
(New York: A m erican  Management Association* 1945), p. 59.
*^The seasonal unemployments in the drug and m edicines industry  
w ere 1 1 , • 0 0  w orkers; in the petro leum  refining industry  10* 700 w o rk e rs , 
and in crude pe tro leum  production industry  19*2000 w orkers .
These figures a re  obtained from  Monthly Labor Review* LXXXX
( 1 9 5 8 ) .
162
employees in some industr ies  which suffer an unstable supply of 
m a te r ia ls  and demand for the ir  p ro d u c ts , then the logical conclusion 
is  that managem ent can m aintain a g rea te r  degree of stability  of em ­
ployment for the w orkers  all year round through be tter  planning and 
organizing.
Actually the decision to introduce employment secu rity  p lans has
always re s ted  with m anagem ent, or m anagem ent and union jointly* and
has been voluntary* although in some case s  plans have been devised as
a re su l t  of regu la r  collective bargaining. Witte repo rted  that the e a r l ie s t
p lans for guaranteed annual wages were devised by industr ies  whose
m anagers  looked p r im a r i ly  to the w elfare  of their employees and that
such plans w ere introduced in many f irm s where no union was existing 
18at the time. The adoption of pension plans* group insurance and the 
like by many em ployers during the la s t  few decades is of i tse lf  an evi­
dence that management believes that secu rity  is an im portant factor in 
m ora le .
SIGNIFICANCE OF GUARANTEED ANNUAL 
WAGE PLANS
The m ost perfec t security  against the hazards of unemployment 
is  provided in p rog ram s that guarantee steady employment or stabilized
| Q
W i t t e ,  o p .  c i t .  * p .  307
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19weekly earning** A lm ost a ll  w o rk e rs  want steady employment* How­
e v e r ,  if they cannot achieve a reasonab ly  high income from  such e m ­
ploym ent, then they a t le a s t  want to be a s su re d  of a reg u la r  incom e 
which p rov ides  them  with a  reasonab le  s tandard  of living a ll  the year
through* G uaranteed annual wage p lans appear to them  the m ost s a t is -
20fac to ry  method for getting that security* At the p re se n t  tim e
guaran teed  annual wage plans a re  considered  by wage e a rn e r s  as  a
symbol of em ploym ent se c u r i ty ,  although th eo re tica lly  these  p lans
do not a s s u re  guaran teed  employm ent.
A guaranteed annual wage plan involves a s su ra n c e  by m anagem ent
that a  c e r ta in  income will be paid  to w o rk e rs  for a  specified  tim e 
21period* On the o ther hand, a guaranteed  em ploym ent p lan  is  an 
a ssu ra n c e  by management to provide w o rk e rs  with a c e r ta in  num ber of 
hours of work for a specific  pe rio d  of time* No a ssu ra n c e  in these  types
of p lans is given in re g a rd  to wages which m ay be changed in accordance
22with the c irc u m s ta n ce s .  This explanation of the two p lans c o n tra s ts
with the s ta tem en t by Yoder that guaran teed  employm ent and guaranteed
23
wages a re  the sam e. A lso , i t  conflicts with the conclusion drawn by
L . A lien, "Challenge of the G uaranteed Annual W age ,"  
H a rv a rd  B usiness  Review, XXXII, No* 3 (1954), 41.
^ U a t e r b c r g e r , op. c i t .  , p . 3.
^ G a r b a r in o ,  op. cit* , p . 2*
22 Dale, op* cit* , p. 13.
23 Y o d e r ,  op* c it*  , p* 5 3 2 .
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S iich te r in which he sa id  that guaran teed  annual wage p lans a re  gu aran ­
tee s  of em ploym ent ra th e r  than guaran tees  of a specific  incom e, and
tha t they should be called  em ploym ent guaran tees  ra th e r  than wage 
24
guaran tees .
In g en era l ,  these  approaches to in te rp re tin g  the m eaning of 
guaran teed  annual wage p lans a re  tru e  in the sense  that em ployers  
who offer such plans t r y  to s tab ilize  the em ploym ent in the ir  f irm s to 
obtain the expected r e s u l ts  f rom  such p ro g ra m s .  Failing  to stab ilize  
employment m eans that an obligation fa lls  upon m anagem ent to pay 
w o rk e rs  for id le n ess .
E xperience  with G uaranteed  Annual Wage P lan s
G uaranteed  Wage p lans began m o re  than 60 y e a rs  ago in this
country , but th e ir  adoption by m anagem ent was not rap id  until a f te r
25the g rea t  d ep re ss io n . T here  a re  a num ber of outstanding exam ples 
o f top m anagem ent planning for stab le  employm ent that m ay  be used to 
i l lu s t ra te  the conclusion that m anagem ent can provide i ts  w orkers  with 
a form  of s tab ility  in employment in spite of in s tab ility  of raw  m a te r ia ls ,  
supply o r  p roducts  demand. The H orm el Company, the P r o c te r  and
24
S. H# S lich te r ,  "G uaranteed Annual Wage P la n s  and Supple­
m en ta ry  Unemployment Com pensation, " Industry  a t the B argain  Table 
(New York: A m erican  M anagement A ssoc ia tion , P e rso n n e l S e r ie s  No. 
156, 1954). p . 3.
25L a t i m e r ,  o p . c i t .  » p .  12 .
Gamble Company, and the Nunn Buah Company a re  among the e a r l ie s t  
p io n ee rs  in using guaran teed  annual wage plans on a la rg e  sc a le .  ^  In 
g e n e ra l ,  the experience with such p lans has been highly successfu l in 
m any es tab lish m en ts .  They have proved to be a flexible in s tru m en t,  
adaptable to a la rg e  v a r ie ty  of c ircu m stan ce s  and useful fo r a m u lt i­
p lic ity  of p u rp o se s .
The H orm el Company, one of the leading m eat packing com panies,
began its  annual employm ent plan in 1929 in spite of the fluctuating supply 
27of m ea t.  Even then, it took a whole decade be fo re  a ll  the em ployees
w ere covered  with th is p lan .
The P ro c te r  and Gamble Company, a lea d e r  in the m anufacture  of
soaps and fa ts ,  provided a steady employment p ro g ra m  as  e a r ly  a s  1938
in spite of the fact that the m onthly sa le s  for these  p roducts  fluctuated 
28widely. Although th e re  has been th is seasonal fluctuation, the annual
sa le s  have varied  only to the extent of annual growth in the use  of the
29
com pany 's p ro d u c ts .
In 1955, the National Sugar Company m ade an ag reem en t with i ts  
w o rk e rs  to p ro tec t  them against unemployment h aza rd s  in spite of the
Z(»
•'The Nunn Bush P la n ,"  B usiness Week, O ctober 29, (1938), 30.
^ J .  A. F a r le y  and S. H um phrey, "S traight Time E m ploym en t,"  
The Commonweal, , XXVm  (1938), 518.
28 C h e r n i c k  and H a l l i c k s o n ,  o p .  c i t .  , p .  2 8 .
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fact that p e r  capita  consumption of sugar v a rie s  widely from  sum m er 
to w in ter. However, th is ag reem en t did not provide a guarantee 
against c e r ta in  r isk s  that a re  com pletely  beyond the control of m anage­
m ent. The management of th is company considered  that unemployment 
from  such causes  is the problem  of the community as a  whole.
In 1965, the Continental Can Company designed a plan for sup­
plementing sta te  unemployment benefits for a  period  of 52 weeks, 
covering 14,000 w o rk e rs , ^  in spite of the fact that th is industry  
suffers a g rea t  seasonal fluctuation. The m anagem ent of th is  company 
succeeded in giving steady employment to i ts  w orkers by balancing the 
yearly  production by the yearly employm ent. This balance is  based on 
an estim ate  of the future according to the experience of the pas t .  ‘This
p rog ram  was so successfu l that the seasonal fluctuation in employment
32dropped from 95 p e r  cent to only 33 p e r  cent.
The m ost outstanding example in recen t y ears  is  the plan provided
33for a lm ost half a m illion w orkers  in the automobile industry . It is  a 
plan for supplementing sta te  employment benefits for a period  of 26 weeks.
30 T. T* H enery , "We Bargained on the Guaranteed Annual W age,"  
P e rso n n e l , XXXI (1954), 159.
31W. A. Lacke, "Adjustment to the Lay-off P lan  in Continental 
C a n ,"  Monthly Labor Review, LXXIX (1956), 417-420.
3 2 Ibid. , p . 419.
33"The 1955 Ford and General M otors Union C o n tra c ts ,"  Monthly 
Labor Review, LXXVm (1955), 875.
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Its renew al in 1958 indicated its  su ccess . On the o ther hand, the adop­
tion of th is p ro g ram  in the automobile industry  could be due to the grea t 
impact of unions on management in this re sp ec t.
In th is connection, Chernick and Hellickson reported  that shoe,
tex tile , candy, garment, le a th e r ,  and m achinery  m anufacturing com -
34panies can give year-round  work if m anagem ent plans c o rre c t ly .
Some m anagers  in these different industr ie s  have succeeded in m ain tain­
ing a stabilization in employment in spite of the fact that there  is  a con-
*
siderab le  fluctuation in their supply and demand situations.
These illu s tra tions  lead to the belief that management can control 
to a ce r ta in  extent the num ber of jobs in the ir  p lants if  the ir  operations 
a re  successfully  planned. H ow ever, it is  true that there  a re  some kinds 
of seasonal unemployment which m anagem ent cannot reduce. The build­
ing construction industry  is the best example of th is case . In this 
industry , employment depends m o re  la rge ly  upon the weather than upon 
any other fac to r.
P re se n t  Status of Guaranteed Annual Wage Plana
In the analysis  of guaranteed annual wage p lans , made by the Bureau 
of Lfabor S ta tis tics  in 1952, it was found that such p ro g ram s w ere still
35
few in number and covered a re la tive ly  sm all percentage of the w o rk e rs .
34C hernick  and Hellickson, op. c it .  , p. 106.
35M. Levine and J .  Nix, "G uaranteed Employment and Wages Under 
Collective Bargaining, 11 Monthly Labor Review, LXXIY (1952), 557.
168
Among a sam ple  of 2 ,590 collective bargain ing  ag reem en ts  it was 
found that only 184 a g re em en ts ,  or seven p e r  cent of the to ta l ,  p ro ­
vided for a guarantee  of any type. M oreover, these  guaran tees  w ere  
genera lly  v e ry  lim ited  and m ost of them provided m uch le s s  than a full 
y e a r 1 s pay o r  r e s t r ic te d  the guarantee  to p a r t ic u la r  groups of w o rk e rs .  
Only 20 of these  184 ag reem en ts  w ere  with annual guaran tee  p rov is ions 
o r  covered  a ll  or m o s t  w o rk e rs .  The o ther 164 ag reem en ts  w ere  with 
weekly o r  m onthly guarantee  p ro v is io n s . Out of these  164 a g re e m e n ts ,
115 ag reem en ts  covered  a ll  or m ost em ployees and 49 ag reem en ts
3 6covered  p a r t ic u la r  g roups.
G o v e rn m e n t^  Role in G uaranteed Annual Wage P lans
Up to the p re se n t  tim e the F e d e ra l  governm ent has had no le g is ­
lative p a r t  in developing the use  of guaranteed  annual wage p lan s . The 
g rea t  in te re s t  of unions and w o rk e rs  in such plans has ra is e d  the q u es­
tion of the extent to which the governm ent should p a rt ic ip a te  in in troduc­
ing thiB sys tem  on a la rg e  scale  in industry . While m ost union le a d e rs  
favor the idea of adopting th is system  widely through governm ent le g is la ­
tion, m any econom ists  oppose th is com pulsory  approach .
Unions want guaranteed  annual wage p lans not because  they expect 
it to p reven t layoffs en tire ly  but ra th e r  to e lim inate  m any kinds of
The num ber of w orkers  covered  by these  ag reem en ts  is  not known 
since some of them  cover a  p a r t ic u la r  group of w orkers  in the o rg an iz a ­
tion.
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employment fluctuations, to reduce the number of w orkers  laid  off 
yearly , and to shorten the duration of layoffs in genera l. Their lead e rs  
think the adoption of these plans m akes employment fluctuation so ex­
pensive that they will serve as  a motivation for management to stabilize
operations and to avoid seasonal reductions in employment a s  far  as
i 37 possible*
In 1956, Walter Reuther stated that the new goal of labor lead e rs
is a guaranteed annual wage for 52 weeks, or 104 weeks, or even 156
38weeks in collective bargaining contracts* Although this statem ent 
re f lec ts  only the opinion of Reuther, the fact that he holds the key pose 
of p residen t of the Industria l Union D epartm ent, A* F* of L * -C .L O * , 
that he was in touch with the workers* wants during the 1950*s, and the 
fact that his attitude is effected by the general clim ate of the in ternal 
situation in the la rg e s t  labor organization should be taken into co n s id e ra ­
tion when evaluating his view.
Philip M urray , who was then the president of the 0*1*0* , in 
defense of the United Steel Workers* demand for a guaranteed annual 
wage plan in 1946, stated that an a ssu ran ce  of full economic security  to
w orkers would help prom ote a continued m ass  purchasing  power and help
39
stabilize  the business  cycle* This approach should be given 
^ U n te r b e r g e r , op* c it .  , p . 1 0 .
38S. Lens, "Will Merged Labor Set New G o a ls?n H arvard  B usiness 
Review, XXXIV, No. 2, (1956), 59.
3^E. B. B row er, Annual Wage and Employment Guarantee Plans 
(New York: National Industria l Conference Board In c . ,  P e rsonne l P o lic ie s , 
No. 76, 1946), p. 4.
170
considerable  weight because wages and sa la r ie s  a re  a re la tively  la rge  
p a r t  of the national income and certa in ly  their stabilization would have 
a powerful influence in the m aintainanee of consum er expenditures.
F or exam ple, in the la s t  10 y ears  the average percen tage  of sa la r ie s  
and wages in p riva te  estab lishm ents  has been 54 p e r  cent of the national 
income, (See Table XVII, page 171.) This percentage was never le ss  
than 51 p e r  cent, nor higher than 56 per cent.
The influence of guaranteed annual wage plans to m aintain a 
stabilized economy is  likely to be true in tim es of re la tive ly  m ild  r e ­
cess ions . In such tim es the stability  of wages which is provided by the 
guaranteed annual wage plans helps in maintaining a steady spending on 
consumption goods throughout the yea r .  This stability  in income p r e ­
vents the volume of the national expenditure from  declining rapidly as 
it would in the absence of such a p ro g ram . F u r th e rm o re ,  since m ain ­
taining wage incom es is im portant at the beginning of a downturn in the 
level of economic activ ity , then a wide adoption of guaranteed annual
wage plans might be sufficient to p revent a recess io n  from  developing
40into a fu ll-sca le  dep ress ion . However, it is a m is  judgment to expect
a single device such a s  the guaranteed annual wage plan to rem ove the
41causes of d ep ress ions  and end m ass  unemployment. Individuals
^ L a t i m e r ,  op. c i t . , p . 14.
41 The Economics of the Guaranteed Wage (Washington: Chamber 
of C om m erce of The United S ta tes , 1954), p . 34.
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T A B L E  XVII
PERCENTAGE OF SALARIES AND WAGES IN PRIVATE 





S a lar ies  and Wages 
in Millions Percen tage
1948 $ 221,641 $ 116,424 53
1949 216,193 113,873 53
1950 239,956 124,297 52
1951 277,041 142,056 51
1952 290,177 151,987 52
1953 302,129 163,466 54
1954 298,955 161,183 54
1955 324,068 174,446 54
1956 343,620 189,383 55
1957 358,000 199,000 56
Average 287,178 153,611 54
Source: S ta tistica l A bstrac t of the United S ta tes , (1958).
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usually  change the ir  spending habits in depress ion  periods or when they
expect a dep ress ion . They attem pt to concentrate  the ir  spending on the
n e c e ss i t ie s ,  reduce their spending for luxu ries , and increase  the ir
savings. Their purchase  of au tom obiles, app liances, and s im ila r
item s will be subject to considerable  fluctuation. M oreover, expendi-
42tu re s  for consum er goods might not aid capita l goods in d u s tr ie s .  In 
fact, the cyclical fluctuation in business is the g rea tes t  lim itation  to the 
successfu l adoption of guaranteed annual wage p lans.
On the other hand, where unemployment is  p r im a r i ly  a m a tte r  of 
seasonal fluctuations it seem s that the guaranteed annual wage plan is 
a suitable device to help solve the problem  of workers* economic in ­
security . Hansen and Samuelaon have repo rted  that the g rea te s t  con­
tribution of the guaranteed annual wage plans is to help stabilize
43seasonal production and provide stead ier  employment.
The introduction and utilization of guaranteed annual wages should 
r e s t  with m anagem ent and should not be enforced on industry  by le g is la ­
tion for sev era l  rea so n s .  It is a lm ost im possible  to have a guaranteed 
annual wage plan in all types of business . In 1946 F rank  M artel, 
p res iden t of the D etroit and Wayne County Federation  of I^abor, c r i t i ­
c ised  such plans as im prac tica l in seasonal in d u s tr ie s .  He has taken
42A. D. H. Kaplan, The Guarantee of Annual Wages (Washington: 
The Broaking Institution, 1947), p . 199.
43L>atimer,  o p .  c i t .  , p .  1 4 8 .
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the position that w orkers in these industr ies  can be com pensated for
44periods of id leness only through high wage rates* He probably 
meant th is  statem ent to apply to those industr ies  where the operation 
depends m ostly  upon seasonal fo rces  over which m anagem ent has no 
control* such as the ship-building industry* It is  actually  a waste for 
the employer to be forced to pay h is  full working force  a ll  year-round  
if he is in business only during a p a rt  of the y ea r .  It is the re sp o n s i­
bility of society and not the responsib ility  of m anagem ent to find work 
for w orkers in those industr ies  during slack seasons.
Not a ll  f irm s in each industry  a re  of the same size* and it is  a 
misjudgment to expect that ce r ta in  s tandards can be set up for an in ­
dustry  with equal s t r e s s  on each f irm  within that industry* Small f irm s 
have lim ited financial capacity and cannot afford guaranteed annual wage 
plans* especially  where such plans will convert an im portant p a r t  of 
their  flexible costs into fixed co s ts . Moreover* these sm all f irm s  
have le ss  of an a ssu red  m ark e t ,  as  com pared with the leading e s tab lish ­
m ents in the industry  which exerc ise  a dominant influence over the p rice  
of the product. However, that does not mean that all big f irm s can a f ­
ford to provide the ir  w orkers  with guaranteed annual wage p lans . 
E m erson  P . Schmidt s t re s se d  the fact that m anagem ent's  ability  to 
provide steady employment and reg u la r  income depends upon the
^ W i t t e ,  o p .  c i t .  * p .  311
1 7 4
45solvency ra th e r  than the size of the company. S im ila rly , Sumner 
S lich ter concluded that not every large  e n te rp r ise  has the ability  to 
m inim ize the layoff r a te s .  ^  If th is is  the c a se ,  then it is too expen­
sive for such la rge  e n te rp r ise s  to adopt a guaranteed annual wage plan. 
In addition, no single plan fits a ll  cases  but m ust be designed to fit the 
p ecu la r itie s  of each industry  and the individual conditions of every  firm  
in the same industry .
In a free  economy such as the A m erican  economy it is  unfair to 
force em ployers to guarantee wages to the ir  w orkers and thus convert 
their  variable  costs to fixed costs  if there  is no guarantee for them of 
the size of the m arke t they se rv e ,  or a guarantee of the ir  incom e.
In some m ass  production in d u str ie s  the guaranteed annual wage 
system  is  not likely  to be demanded by unions for some tim e. The
textile  industry provides an example of an industry  that would be unable
47to support a guaranteed annual wage system . Because of d ep ressed  
conditions faced by this industry  during the past few y e a rs ,  w orkers  
have recognized that the m ost they can expect under the c ircum stances  
is the m aintenance of existing wages. However, lack of complete
4 c
"The F ac ts  Behind the G u aran tee ,"  The C on tro lle r , XIV 
(1946), 23.
^ " O n e  View of the Effects of the F ord -G . M* C o n tra c ts ,"  
Monthly Labor Review, LXXVIII (1955), 1115.
47J .  S. Y outsler, L abort s Wage P o lic ies  in the Twentieth 
Century (Skidmore College: Twayne P u b lish e rs ,  1956), p . 277.
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unionization in some industr ies  unquestionably delays the use of such
i 48 plans.
In o rd e r  to obtain a guaranteed wage plan from  m anagem ent,
w orkers  m ust be willing to forego a portion of their anticipated wage
in c rease  or other types of d irec t benefits , and not a ll  w orkers like 
49th is . However, B elcher has concluded that w orkers  want a guaranteed
wage above everything e lse  and a re  willing to accept it in lieu of other
50im provem ents m wages or working conditions.
SUMMARY AND CONCLUSION
The im pact of guaranteed annual wage plans on the philosophy of 
managem ent is  com pletely  different from  that of the unemployment 
benefits p ro g ram s . The unemployment benefits p rog ram s relieved 
m anagem ent from  the responsib ility  of finding a job for unemployed 
w o rk e rs . According to such p ro g ram  it is  the responsib ility  of society 
ra th e r  than the responsib ility  of m anagem ent to find jobs for those who 
a re  unemployed. On the other hand, guaranteed annual wage plans place 
on m anagem ent an indirect responsib ility  for providing jobs to the work­
ing c la ss  for the period  covered by such p lans . T here fo re , applying
4 8 Ibid. , p. 232.
49Allen, Tap, c i t . , p. 39.
W. B elcher, Wage and Sa lary  Adm in is tra tion  (Englewood 
C liffs, N. J.S P ren tice  Hall I n c . , 1956), p . 435.
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guaranteed annual wage plans caused a fundamental change in the 
philosophy of managem ent toward personnel adm in istra tion  p rob lem s. 
Management in organizations using such plans c a r ry  a new re sp o n s i­
b ility  which was not assum ed before . This new responsib ility  is  to 
give a form  of unemployment secu rity  to each w orker covered by such 
p lans .
However, a ll  action toward making w orkers  m ore  secu re  m ust 
come from  voluntary collective bargaining between managem ent and 
labor without any leg isla tive  compulsion by the governm ent. Manage­
m ent should a ssum e  m ore  responsib ility  for employment security  of 
w orkers  and should make g rea te r  efforts to in c rease  the stability  of 
business* M oreover, unions should be m ore rea l is tic  in bargaining 
with m anagem ent on th is m a t te r .  Such cooperation will help m anagem ent 
to provide w orkers with this d es irab le  achievem ent.
C H A P T E R  VIII
FINANCIAL INCENTIVES IN INDUSTRY
Most significant among the d e s ire s  w orkers  seek from  the ir  work 
is a sa tis fac to ry  ra te  of pay. Wages a re  considered  as  one of the m ost 
im portant ingredients in the em ployer-em ployee rela tionship; to wage 
e a rn e r s ,  wages rep re sen t  the p rinc ipa l source of the ir  livelihood and 
of their p re s t ig e ;  to m anagem ent, it is one of their p rinc ipa l costs . 
P re s t ig e  is not n ece ssa r i ly  assoc ia ted  with wealth; yet the social s t ru c ­
tu re  has given money a high p res tig e  value. In many industr ies  wages 
a re  the la rg e s t  single element in production c o s ts .  * The w o rk e r 's  f i r s t  
reaction  to wages is  to want them in c reased , while the m a n a g e r 's  f i r s t  
reac tion  is to d e s ire  to reduce wages. It is for th is  reason  that wage 
polic ies a re  a m a tte r  of g rea t concern to every  m anager and w orker. 
These contrasting  f i r s t  reac tions  explain why wages rep re se n t  one of 
the m ajo r  is su es  in the collective bargaining p rocedure . The Bureau 
of Labor S ta tis tics  has rep o rted  that 287 collective bargaining co n trac ts ,  
each covering 5,000 w orkers  o r  m ore  and involving m ore  than five and 
one half m illion w o rk e rs ,  w ere  in effect on January  1, 1959.^ These
*A. L . Gitlow, Wage D eterm ination Under National B oards (New 
York: P ren tice  Hall Inc* , 1953), p . 51,
2
C. T* Ward, ‘'C ontract Developments Scheduled in 1959,*' 
Monthly Labor Review, LXXXI (1958), 1350.
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agreem en ts  probably rep re sen te d  all of the con trac ts  of th is size in 
the United S tates at that time* All of the agreem ents  include wage 
c lauses as a  m ajor p rovision . (See Table XVIII, page 179.)
EFFECTS OF FINANCIAL, INCENTIVES ON OUTPUT
Em phasis from  the side of m anagem ent upon earn ings as a source 
of motivation has led to the development and use of a la rge  v a rie ty  of 
wage incentive plans* Such plans a re  designed to encourage the fullest 
possib le  use of individual ability and thereby to in c rease  individual 
productivity . They vary  from  the simple piece ra te  plan to the very 
complex system s such as the Bedaux plan.
Upon the belief that financial incentives lead to g rea te r  output per 
man and thus lower costs p e r  unit of production, m anagem ent has con­
tinued to p re s s  for m ore  use of such plans in many industries* Several 
studies and rep o r ts  from industry  and government support the fact that 
using financial incentives helps in c rease  output p e r  man* A survey  con­
ducted in 1945 among 514 wage incentive plans in the United States 
showed an average increase  of 37 per cent in output, an average de­
c re a se  of 12 pe r  cent in labor co s ts ,  and an average in c rease  of 18
3
p er  cent in earn ings. S im ilar re su l ts  were obtained from a study 
conducted by Despain in the New York a re a  among 48 companies
 ̂ ^M. S. V iteles , Motivation and M orale in Industry  (New York:
W. W. Norton fc C o . ,  1953), p. 27.
TABLE X V m
AGREEMENTS COVERING 5000 OR MORE WORKERS IN EFFECT JANUARY 1, 1958 AND JANUARY 1, 1959, 
PROVIDING FOR TERMINATION, WAGE REOPENING, OR WAGE ADJUSTMENT IN ALL INDUSTRIES




















YEAR A+ W ** A W A W A W A W A W A W
(1060) (lOOO) (1000) (1000) (1000) (1000) (1000)
Agreements 
in Effect a 
Jan. i ,  1958 266 5558.4 120 2075.5 32 445.5 25 522.3 96 3243.4 100 2459.2 63 6424
Agreements 
in Effect ^ 
Jan. 1, 1958 287 5628.7 155 3074.2 31 558.5 31 551.8 86 2885.0 79 1574.8 52 513.8
♦Agreements
♦♦Workers
Source: aMonthly Labor Review, LXXXI (1958), p. 31,
bMottthly Labor Review, LXXXI (1958), p. 1350.
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m anufacturing a la rg e  v a rie ty  of p roducts  and employing about 14,000 
4
w o rk e rs .  On the o ther hand, Roy concluded that wage incentive 
p lans m ay actually  re su lt  in an in c re a se  in costs  and le s s  production 
resu lting  from  the withholding of efforts by w o rk e rs ,^  H ow ever, it is 
difficult to evaluate the exact value of wage incentives th em se lv es .
The insta lla tion  of such p lans from  a p ra c t ic a l  standpoint is  usually  
accom panied by o ther im provem ents  in working conditions, personnel 
po lic ie s ,  m ethods of production and the like . ^ Thus, isolating the 
specific effect of wage incentives upon productiv ity  under such condi­
tions is a lm ost im possib le . But, in g en era l ,  th e re  is  sufficient ev i­
dence to p rove  that wage incentive plans have se rved  the purpose  of 
ra is ing  output,
RELATION BETWEEN WAGES AND OUTPUT IN INDUSTRY
F ro m  the preceding  d iscussion  one can su rm ise  that the in s ta l la ­
tion of wage incentive p lans is supposed to in c re a se  the output pe r  man 
p e r  hour in industry . H ow ever, s ta t is t ic s  show that from  1947 to 1957 
the in d u s tr ia l  hourly  earning index ro se  about 65 pe r  cent while the
4
D. D espain , "Let W orkers  W rite the Pay C h e c k s ,"  N ation 's 
B u s in e ss , XXXIII, No. 7 (1945), 96.
5
R, H, Roy, "Do Wage Incentives Reduce C o s ts ? "  Industr ia l  
and Labor Relations Review , V (1952), 208.
^ V i t e l e s ,  o p .  c i t . , p .  2 9 .
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output per man per hour ro se  by only 32 p e r  cent, (See Table XIX,
page 182.) According to wage incentive studies, this output should
r ise  by a higher pe rcen tage , or at least by a s im ila r  percen tage , than
the in crease  in the hourly earning index. While the average increase
in productivity per man was about th ree  pe r  cent a year during this
period , the average in crease  in hourly earnings was a lm ost six per
cent. ££ these official s ta tis t ic s  a re  accepted a s  p rim a  facie evidence,
then one can conclude that the average hourly earnings rose  twice as
fast the average output per man p e r  hour each year . M oreover, these
7
hourly  earnings indexes do not include fringe benefits . C erta in ly  if 
the indexes included fringe benefits the percentage changes would be 
much h igher. To the w orkers , many of these fringe item s m ay not be 
considered as wages because they do not appear in the "take-hom e 
ch eck ,"  but to management they a re  a vital p a r t  of the wage bill.
Wage Rates Not G eared to Productiv ity
In genera l,  it appears  that wage ra te s  in industry a re  not actually  
geared  to productivity  and that in m ost cases  wage paym ents a re  for 
time spent on the job, ra th e r  than for production. M oreover, fringe
"^Fringe benefits include items such as em ployer 's  contribution 
to insurance p rem iu m s, taxes paid by the em ployers for old age pen­
sions and for employment compensation, payments for p rem ium  ra te s  
for overtim e and holidays, compensation for paid vacations, r e s t  and 
lunch pe rio d s , time spent in grievance settlem ent, board and room a l ­
lowances, and night shift p rem ium s.
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T A B L E  XIX
HOURLY EARNING AND OUTPUT PER MAN PER HOUR
INDEXES IN INDUSTRY 
1947-1957
Year
Hourly Earning in 
Industry Index
Output P e r -M a n -P e r-H o u r  
in Industry  Index
1947 1 0 0 . 0 1 0 0 . 0
1948 108. 3 102. 5
1949 109.9 104. 7
1950 118. 7 113. 1
1951 129. 5 114. 6
1952 136. 0 116.4
1953 143.5 120. 3
1954 143.8 123.7
1955 153. 1 130.9
1956 1 6 0 . 1 131.4
1957 164.9 132.4
Source: S ta tis tica l A bstrac t of the United S ta tes , (1958).
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benefits a re  not d irec tly  re la ted  to output but a re  based on attendance 
and on the accom plishm ent of a m inimum standard of production.
If the fact that output p e r  man per hour has not r ise n  as fast as 
hourly earnings is accepted, then wage incentive system s a re  not suf­
ficient within themselves to in c rease  output per m an p e r  hour. This 
conclusion is based upon the assum ption that financial incentive system s 
a re  widely used in industry . However, severa l fac to rs  should be d is ­
cussed  to determ ine whether they a re  widely used in the American 
industry  o r  if they a re  declining in im portance.
A survey conducted by the Bureau of Labor S ta tis tics  in 1945 and 
1946 shows that only about 30 pe r  cent of all industria l employees were
g
working under incentive p lans . This survey  covered 56 manufacturing 
industr ies  involving approxim ately  34,000 estab lishm ents  with about 
five and one-half m illion w orkers and eight non-manufacturing indus­
t r ie s  of 2 1 , 0 0 0  estab lishm ents  with about one and one-half million 
employees.
The National Industria l Conference Board reported  that the p e r ­
centage of companies using incentive paym ents for productive work de-
9
clined from  51.7 In 1939 to 49.7  in 1946. The surveys from  which
g
J .  M. Sherm an, "Incentive Pay in A m erican Industry , 1945-46," 
Monthly Labor Review, LXV (1947), 535.
9
P ersonne l A c tiv ities  in A m erican  Business (New York:
National Industria l Conference Board Inc. , P e rsonne l Policy , No. 85, 
1947), p . 12.
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these  re su lts  were obtained involved 2,700 and 3,498 cooperating com ­
pan ies, respective ly .
Viteles stated that there  waa some reduction in the use of wage 
incentive plans during World War II. ^  This fact was con tra ry  to the 
assum ption that during war periods financial incentives should be used 
in o rder to m eet the increased  demand for war production.
Unions, in genera l, favor payments on a tim e b asis  ra th e r  than 
on an output b a s is .  In fact, the use of such plans has been continuously 
opposed by unions a lm ost since the plans were f i r s t  introduced. For 
exam ple, a fte r  considerable  experience with wage incentive sys tem s, 
many of the la rg e s t  units in the automobile industry  re tu rned  to the 
hourly pay system  so that by 1942 le s s  than 20 pe r  cent of the w orkers 
in this industry  worked under such p lans . ^  M oreover, hourly pay 
system s have become m ore  popular in this industry  in recen t y e a rs ,  
especially  a fte r  being affirm ed by the la te s t  collective bargaining a g re e ­
m en ts . On the other hand, some unions a re  highly in favor of such plans 
because of the nature  of the industry  i tse lf  a s ,fo r  exam ple, in the g a r ­
ment industry .
According to a study conducted by the Opinion R esearch  C o rp o ra ­
tion in 1945, 61 pe r  cent of the 919 manual w orkers  sampled p re fe rre d
^ V i te le s ,  op. cit. , p. 25.
^ M .  L>. Blum, Readings in E xperim ental Industria l Psychology 
{New York: P ren tice  Hall In c . ,  1952), p. 238.
to work under hourly ra te s ,  while only 36 per cent p re fe r re d  p iece-  
12ra te  systems* These re su lts  were obtained in spite of the fact that
the p ie c e - ra te  system  is considered to be the sim plest type of a wage
incentive plan. The same organization reported  again in 1949 that 65
p e r  cent of the 1*021 non-superv isory  factory w orkers  p re fe r re d  hourly
13pay* while only 29 per cent p re fe r re d  incentive payment. According 
to the re su lts  obtained from  these two national su rveys, the percentage 
of w orkers who were in favor of wage incentive plans declined from  36 
p e r  cent to 29 per cent* which was a reduction of 19 per cent during a 
fou r-year period.
Hourly earnings have exceeded gains in output p e r  man per hour 
by an average of a lm ost th ree  per cent a year since 1947. (See Table 
XIX, page 182. )
The idea of ex tra  pay for ex tra  output is not p rac tica l  in many 
branches of m ass  production industries  where the volume of p roduc­
tion depends p r im a r ily  upon the speed and capacity of machines ra th e r  
than upon the efforts of w orkers .
C onsidering a ll  th ese  fa c to r s ,  one can conclude that the use of  
wage incentive s y s te m s  has declined  in A m erican  industry s in ce  1947. 
H ow ever , there is  an important lim itation  to th is con c lu s ion . N either  
in cen tiv es  a s  stim uli to the w orkers nor the w orkers th e m se lv e s  can in
12 V i t e l e s ,  o p .  c i t .  , p .  4 7 .
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14rea l i ty  in c re ase  output and lower costs  by th em se lv es . Both an in ­
c re a se  in output and a d e c rea se  in costs  depend to a g rea t degree  upon 
the effectiveness of m anagem ent. Job evaluation as  well as consu lta ­
tion and negotiation with the union a re  essen tia l  as  com plem ents to 
financial incentive p lans in personnel adm in is tra tion  p ro ced u res  be ­
fore an in c rease  in productivity  can be expected. M oreover, beside 
such financial incen tives, o ther nonfinancial incentives a re  n e ce ssa ry  
to in c re ase  output.
A tlF a ir  Dayls Wage” Should Equal a ”F a ir  Day’s W ork”
T heore tica lly , a " f a i r ” wage is that which is offered by m anage-
15m ent and is accepted by w orkers  in a free  m ark e t .  It is the wage 
which re s u l ts  from  the competition of em ployers to get w orkers  and 
the competition of w orkers  to get jobs. H ow ever, in re a l i ty  what 
m anagem ent co n sid ers  as a fa ir  wage d iffers  from  what unions consider 
it to be. Disputes usually  ex ist because  of this d isag reem en t as  to the 
m eaning of the te rm . Sheldon sta ted  that a fa ir  wage for m anagem ent 
is that which is tied to the productiv ity  of w o r k e r s ^  On the o ther hand,
14C. H. N orthcott, P e rsonne l M anagem ent; P r in c ip les and 
P ra c t ic e s  (3rd, ed. ; London: Sir Isaac  P itm an  It Sons, 195?>), p . 74.
15
J .  W. Scoville, Labor Monopolies or F reedom  (New York: 
C om m ittee for Constitutional Government, In c . ,  1946), p . 10.
160 .  Sheldon, The Philosophy of M anagement (London: Sir 
Isaac P itm an  & Sons, 1930), p . 159.
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Gompers pointed out that a fa ir  wage for w orkers  is that which is tied
I Tp r im a r i ly  to the needs of w o rk e rs .  He did not mention anything about
the weight of the w o rk e rs ' productivity  in determining their fair wage.
In this re sp ec t .  Tootle sta ted  that what w orkers  want is  not m ere ly  a
fa ir  subsistence wage but a wage that would provide them with all of
18their necessit ies  and a reasonable  quantity of luxuries .
Most w r i te rs  agree  that a fair wage should include the payment
19to wage e a rn e rs  on the b as is  of the ir  contribution to industry . That 
m eans any in crease  in a day1 s pay should be accompanied by at leas t 
a corresponding in c rease  in output. However, since the hourly  e a rn ­
ings inc rease  twice as fast as  the output p e r  m an pe r  hour in industry , 
then one can conclude that the p rincip le  that "a fa ir  day 's  wage" 
should be equal to uu fa ir  day* s wage" should be equal to "a fa ir  day 's 
work" is not being m aintained in industry . If th is conclusion is t ru e , 
the great d ifferences between wages and output could be due to one 
of the two following cau se s , or to both of them . F i r s t ,  wages move 
higher than, output because unions pugh them up to an unreasonable 
extent. Second, output goes up slower than wages because of the
17S. G om pers, Labor and the Em ployer (New York: E . P .
Dutton &c Co. , 1920), p. 58.
18 H. K. Tootle, Employees Are People (New York: McGraw 
Hill Co. , 1947) , p. 188.
19W. R. Spriegel, Industrial Management (4th . ed. ; New York 
John Wiley tt Sons, Inc, , 1947), p . 313.
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poor planning, organizing, d irec ting , and controlling on the p a rt  of 
managem ent and the lack of technological im provem ents. These two 
fac tors will be d iscussed  in detail. A b r ie f  study, however, of the 
union wage polic ies might c larify  their  underlying philosophy toward 
this problem ,
UNION WAGE POLICIES
Union wage polic ies can be c lass ified  into four separa te  concepts.
The f i r s t  concept p revailed  until the beginning of World War I. Under
this concept, unions asked for what they called a “fa ir  wage" for their
m em b ers . The second concept becam e prom inent shortly  th e rea f te r .
Unions then s ta rted  to demand a “living w age , 11 that i s ,  to tie wages
to the rap id  in c rease  in the cost of living. It should be pointed out
that there  is no essen tia l  d ifferences between the “fa ir  wage” and
20the “living w a g e .” The th ird  concept s ta r ted  about 1925 when the
A. F . of L. convention adopted the idea of the "socia l wage. ” Dunlop
defines "socia l wage” as the wage that secu re s  for wage e a rn e rs  a
21reasonable  standard of living. Lindblom, sta ted  that wages m ust
be high enough to c rea te  the m ass  purchasing power n ecessa ry  to buy
22back from  industry  its  ever increasing  product. During the time of
^®E. Ginzberg, "P e rsp ec tiv es  on Work M otivation," P ersonne l, 
XXI (1954), 46.
21 J . T. Dunlop, Wage Determ ination Under Trade Unions (New 
York: The Macmillan Co. , 1944), p . 53,
22 C. E . Lindblom, Unions and Capitalism  (New Haven: Yale 
University  P r e s s ,  1949)» p. 32.
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th is  concept the idea of m inim um  wages was enforced by law in some 
in d u s tr ie s .  The Bacon-Davis Act of 1931 set a low er lim it to the wage 
leve ls  of o rgan izations engaged in F ed era l construction  con trac ts  in 
excess  of $2 ,000. The W elsh-H ealey Act of 1936 em pow ered the 
S ec re ta ry  of L abor to de te rm ine  m inim um  wages in m any in d u str ie s  
holding a governm ent con trac t exceeding $10, 000. The d iff icu lt  ex­
p e r ie n ce s  the labo r fo rces  faced during the depress ion  of the 1930*s 
was responsib le  for unions studying and asking for a stable incom e, 
i . e . ,  the "guaran teed  w a g e ,"
In  g en era l ,  unions have changed the ir  wage po lic ies  concerning 
the financial ab ility  of the company with which they negotiate . While 
Gom pers sta ted  sev e ra l  t im es  that he did not c a re  w hether business
could afford  in c re a s e s  in wages o r  not, and that if a business  could
23not afford such in c re a se s  it should cease  to ex is t.  Labor le a d e rs ,
a t the p re se n t  t im e , look f i r s t  at the ab ility  of the business  to offer
high wages without a d e c rea se  in the amount of business  o r  working 
24h o u rs .  W ishart, a union le a d e r ,  sta ted  in 1955 that unions believe
that a "fa ir  day*s wage" should be based  on a company*s ab ility  to
25pay and that th is v a r ie s  by company and by industry . If unions find
J E. W. Bakke and C. K e r r ,  Unions M anagement and the Public 
(New York: H a rco u rt ,  B race  fc C o . ,  1948), p . o62.
24J .  Shis t e r ,  Readings in Labor Econom ics and Indu s tr ia !  
R elations (2nd. ed. ; New York: J .  B, l |ipp incott, 1956), p . 311.
^ R .  J . W ishart, A F a ir  Day*s Work For a F a ir  Day's Pay  
(New York: A m erican  Management A ssocia tion , P e rso n n e l S eries  
No. 162, 1955), p. 21.
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that the company cannot afford the in c re ase , they include in the 
collective bargaining agreem ents  c lauses for a wage reopening on 
the hope that things might be be tte r la te r .  In January , 1959, 22 
per cent of the ag reem en ts , covering at leas t 5,000 w o rk e rs ,  in­
cluded wage reopening c lauses . (See Table XVIII, page 179• )
Responsibility of Unions Toward Increased  Wages
From  the very  beginning of organized ac tiv itie s , unions have 
m aintained a policy that labor is not a commodity and that wages should 
not be subject to competition. This policy has led some econom ists 
to believe that unions a re  responsible  for causing wages to increase  
much m ore rapidly than output. Probably this thinking re su lts  from 
the fact that unions at the p resen t time dominate the vital m ass  p ro ­
duction industries  such as mining, construction, public u til i tie s , 
comm unications, and ra i l  and truck  transporta tion .
Several econom ists have concluded that in c reases  in wages 
without s im ila r  in c re ases  in output ra ise  p r ice s  and make money 
le ss  valuable. Delden stated that union attitudes and actions re g a rd ­
ing wages can be expected to contribute to a slow inflation with possibly
26a gradual inc rease  in the level of unemployment. P re s id en t  
Eisenhower stated in 1957 that wage in c reases  that outrun productivity
^ E .  H. Van Delden, "The Changing Attitudes and Action of 
Organized L a b o r ,"  P ersonne l, XXVII (1950), 108.
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27a re  infla tionary . How ever, inflation is  the re su l t  of m any fa c to rs ,
and it is difficult to de term ine  whether a single factor can cause it.
T here fo re , a d iscussion  of inflation is beyond the scope of this work.
While some econom ists c la im  that unions push wages up, o thers
deny it, Waytinsky s ta ted  that the level and s tru c tu re  of m oney wage
ra te s  in the United States a re  unquestionably strongly  influenced by
28union wage action. S im ilarly , Morton pointed out that it is in -
29c o rre c t  to hold unions b lam eless  of bushing wages up. C onversely ,
K e rr  concluded that unions in the United States have no im portan t
effect on la b o r 's  total share  in the national incom e. ^  Kuhn a lso
s t re s se d  the fact that there  is considerab le  uncerta in ty  as  to whether
unions have had any significant influence on the general level of r e a l
earn ings in this country  o r  even w hether they have ra ise d  money 
31w ag es .
At the p re sen t  time wages appear to be determ ined  through the 
27G. P .  Schultz, "Policy  A pproaches to the P reven tion  of Wage 
In fla tion ,"  Monthly Labor Review, LXXXII (1959), 129.
^ W .  S. Waytinsky, Employm ent and Wage in the United States 
(New York: The Twentieth Century  Fund, L ie . ,  1953), p . 493.
29W. A. M orton, "T rade  Unionism, Full Em ploym ent, and 
In fla tion ,"  The A m erican  Economic R eview , XL (1950), 23.
3°C . K e r r ,  "The Union's Influence on W ages ,"  Monthly Labor 
R eview , LXXVII (1954), 147.
31
A. Kuhn, Labor Institutions and Econom ics (New York: 
R inehart & Co. , 1956), p . 214.
balance of bargaining power between m anagem ent and unions. In 
some industr ies  the weight of the two sides is  a lm ost equal, e s ­
pecially  in those industr ies  where collective bargaining is usually  
between a national union and a few of the big em ployers represen ting  
p rac tic a lly  the en tire  industry . (Examples a re  the automobile and 
stee l in d u s tr ie s .)  However, it is true  that in some in d u s tr ie s ,  the 
weight of unions in the collective bargaining p ro cess  is much g rea te r  
than that of m anagem ent. This fact is  especially  true  in sm all in­
d u s tr ie s  where a la rge  num ber of sm all em ployers have to barga in  
with one national union, (for exam ple, in the garm ent in dustry .)
On the other hand, m anagem ent has a considerable  influence in the 
bargaining p ro ce ss  with some independent unions.
It would be a dangerous policy for unions to push wages up far
m ore  than output from  the p rac tic a l  point of view. By doing so,
p r ic e s  might go up, resu lting  in a shift of demand to other substitute
p roducts . F o r  instance, in the cotton textile industry  unions som e-
32tim es accept a wage d ec rease  for this reaso n . On the other hand, 
there  is an argum ent that union wage polic ies in the coal mining 
industry  caused a g rea t d ecrease  in the demand for coal. This 
a rgum ent could be true ; however, the shift of demand from  coal to 
gas and e lec tr ic i ty  could also be due to the ch a rac te r is t ic  of m odern
32Significant Issues in C urren t Collective Bargaining (New York 
A m erican Management A ssociation, Personnel Series  No. 146, 1952), 
p . 9.
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technology in industry , and that shift in demand would happen 
whether p r ic e s  of coal went up o r  not.
C om parison Between Union and Nonunion Wage Rates
Several w r i te r s  have approached the problem  from  a different 
point of view. Their approach has been to make a com parison be ­
tween the wages of the organized and the BQftorganized w orkers  in 
the same industry  as a m eans of determ ining whether or not unions 
push wages up. But m ost of them obtained different re su lts  from  
those expected. Enke and Hoffman reported  that annual earnings of 
organized  w orkers  tend to inc rease  m ore  rapidly than that of the non­
organized w o rk ers , and that, although the wages of the la t te r  have 
a lso  r is e n ,  the general in c re ase  has gone to those who a re  o rgan ized . ' 
This is substantiated by Waytinsky who stated  that on a nationwide
industry  basis  union m em bers  o rd in ari ly  do have higher average ra te s
34than other w orkers  in the same occupation. On the other hand,
Douglas pointed out that severa l studies of the re la tive  d ifferences
between the wage ra te s  of union and nonunion groups indicate little
35
wage advantage for union m em bers  in the long run . Maher also
33S. Enke and F . S. Hoffman, "Labor Unions and Employees 
E a rn in g s , 11 P e rso n n e l, XXVI (1950), 349.
34Waytinsky, op. c it .  , p . 493.
35P . H. Douglas, Real Wages in the United States 1890-1926. 
(New York: Houghton Mifflin Co. , 1930), p. 564.
concluded that for the paint, fu rn itu re , footwear, cotton tex ti le s ,
h osie ry , automotive p a r ts ,  and d re ss  in d ustr ie s , there  a re  no
significant d ifferentials between the wage ra te s  of those who belong
36or do not belong to unions. Ross indicated that since 1914 the
wage ra te s  of nonunion w orkers  have r ise n  at lea s t  as fast as those
37of the union w orkers  in manufacturing in d u str ie s . Again he and 
Goldner s tre s se d  the fact that unionization has been a necess ity  but 
not a sufficient condition for la rg e r- th a n -av e ra g e  in c re a se s  in earnings 
S chere r , a fte r  a study of the hotel se rv ice  industry , reported  that the 
union sector has made somewhat g rea te r  gains than the nonunion
39sec to r. However, he concluded that it was not c e r ta in  that this 
differential gain could be wholly a ttr ibu ted  to union influences.
T herefo re , reg a rd le ss  of the actual degree of union influence 
on wage r a te s ,  unions w ere not able to get higher wages for the ir  
m em bers  than those of the nonunion w orkers  in the long run.
According to severa l studies conducted by the Bureau of Labor 
S tatistics in different in d u s tr ie s ,  a g rea t difference is found in the
36J. E. M aher, "Union, Nonunion Wage D iffe ren tia ls ,"  The 
A m erican Economic Review, XLVI (1956), 352.
37A. M. Ross, Trade Union Wage Policy  (Los Angeles: 
University of California P r e s s ,  1950), p. 113.
3ftA. M. Ross and W. Goldner, "The In terindustry  Wage S truc­
t u r e , "  The Q uarte r ly  Journal of E conom ics, LXIV (1950), 281.
39J .  S chere r , "The Union Impact on Wages: The Case of The 
Year-Round Hotel Industry, " Industrial and Labor Relations Review,
IX (1956), p. 224.
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hourly ra te s  between those who a re  organized and those who a re
not organized. A study of the m en 's  and boy*s d re ss  sh ir t  industry
in 1947 showed that the hourly ra te s  of aoaorganized w orkers  were
4025 pe r  cent le s s  than those who were organized. A study of ce r ta in
grain  milling estab lishm ents in 1948 indicated a difference of 28 per cent
41in hourly wage ra te s  in favor of organized w orkers . In another
study of fe r t i l iz e r  es tab lishm ents , hourly wage ra te s  for organized
42
w orkers  were higher by 27 p e r  cent. A fourth study in 1949 in 
clothing estab lishm ents showed a difference of 2 ? p e r  cent in hourly
A  O
wage ra te s  in favor of organized w orkers .
However, the re su lts  of these surveys cannot be taken aB con­
clusive evidence of the influence of unions on the s tru c tu re  of wages 
in industry . These varia tions could be due to the difference in wage 
ra te s  in the different geographical a re a s .  While the average hourly 
wage ra te  in industry  in 1956 was $2. 23 in both the E as t,  North,
C en tra l, and Pacific a re a s ,  it was only $1.57 in South Atlantic a re a s  
(See Table XX, page 196. ) It is true  that the degree of unionism in 
the southern sta tes is le s s  than that in the eas te rn  or w estern  s ta te s .
40Percen tage  is calculated from  data provided in Wage Structure  
se r ie s  2 No. 64 (1947).
41 Percen tage is calculated from  data provided in Wage Structure  
s e r ie s  2 No. 65 (1948).
42 Percen tage is calculated from  data provided in Wage Structure  
se r ie s  2 No. 66  (1948).
^ P e rc e n ta g e  is calculated from data provided in Wage Structure  
se r ie s  2 No. 75 (1949).
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T A B L E  X X
EARNINGS-PER-HOUR IN INDUSTRY IN 1956 ACCORDING 
TO THE GEOGRAPHICAL AREAS
Area W age-Per-H our
United States $ 1.99
New England States 1.83
Middle Atlantic 2 . 0 0
East North Central 2.23
West North Central 1.95
South Atlantic 1.57
E ast South C entra l 1.64
West South C entra l 1.84
Mountain 2. 05
Pacific 2. 23
Source: S ta tistica l A bstrac t of the United S ta tes , (1958).
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Although this factor could be pa rt ia l ly  responsib le  for these d iffe r­
entials in hourly wage r a te s ,  the effect of the degree of in d u s tr ia l iza ­
tion between these a re a s  on the wage s tru c tu re  should not be 
neglected. In fact, the influence of unions on wages cannot be m easured  
adequately by a com parison between wage ra te s  of union and nonunion 
w orkers  for many reaso n s . F i r s t ,  wages a re  determ ined  by a varie ty  
of fac to rs , of which unionism is only one. Second, union action is 
likely to affect d irec tly  or indirectly  the wage ra te s  for noaorganixed 
w o rk e rs .  Third, in some industries  such as coal mining, ra i lro ad  
transporta tion , automobile, and basic steel in d ustr ie s , there  a re  no 
nonunion wage ra te s  because all the w orkers a re  unionized.
F rom  the previous discussion there  seem s to be a doubt as to 
the influence of unions on re la tive  wage ra te s .  Some econom ists 
argue that wage gains which the unions appear to have won for the 
working c la ss  would have come to them anyway as a consequence of 
underlying economic fo rces . On. the other hand, some argue that 
without union power wages would be at a lower standard . In sum m ary , 
there  is no definite evidence to support the sta tem ent that unions push 
wages up in industry . On the o ther hand, there  is no exact evidence 
to conclude the opposite view. R egard less of which is t ru e ,  the in ­
c re a se  in wages which is g rea te r  than the in c rease  in output could be 
due to the monopoly power of unions as well as to any other fac tor. 
M oreover, it is difficult to separa te  the increase  in wage ra te s
because  of the unions* influence on one side and because  of the 
econom ic, social and po litica l fac to rs  on the o ther side . In b r ie f ,  the 
available  data and inform ation  re la ted  to th is p rob lem  a re  not definite 
enough to be conclusive*
RESPONSIBILITY OF MANAGEMENT FOR LOW OUTPUT
The level of output p e r  m an p e r  hour is  not due solely  to the
ability  of w o rk e rs  and th e ir  w illingness to cooperate  because  of an
effective wage incentive p lan , but it is  a lso  due to the effic ient planning
and organiz ing  of m anagem ent. Sheldon s t r e s s e d  the fact that efficient
m anagem ent can influence production fa r  m o re  than efficient w o rk e rs
and that the low productiv ity  of w o rk e rs  could be due to rea so n s  b e -
44yond the ir  con tro l. M oreover, output in m any b ran ch es  of the m a s s  
production  in d u s tr ie s  depends m ostly  upon the im provem ent in tech ­
nology r a th e r  than upon the ab ility  and skill of w o rk e rs ,  hi fac t,  in 
some in d u s tr ie s  the capacity  of the m achines d e te rm in es  the volume 
of output.
Thus, hourly  wage r a te s  should not be tied en tire ly  to output 
p e r  m an  p e r  hour as  m anagem ent th inks. It is  t ru e  that the wage ra te s  
should not outrun the average  output p e r  m an p e r  hour in the economy as 
a whole. Yet, to m ea su re  the fa irn e ss  of wages by physica l output
4 4 S h e ld o n ,  o p .  c i t .  , 1 5 6 .
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alone is e rroneous . The lowness of output could be due to the in­
efficiency of w o rk e rs ,  o r  m anagem ent, o r  both. F u r th e rm o re ,  
wage ra te s  should not be tied completely to the needs of w o rk e rs ,  
as  m ost unions want, since the p r im a ry  purpose  of business is  to 
make the m axim um  possible  p ro f i ts .  P ro f i ts  a re  the p r im a ry  m oti­
vational fac tor for capita l to stay in business . T herefo re , hourly 
wage ra te s  should be tied to output p e r  m an p e r  hour and to the needs 
of w o rk e rs ,  such needs depending upon the standard  of living.
SUMMARY AND CONCLUSION
The impact of w o rk e r 's  unions on m anagem ent philosophy con­
cerning the wage p rob lem  is rem ark ab le .  Although m anageria l p e r ­
sonnel believe that wages should be tied to productiv ity , they could not 
m aintain  such a policy in m ost industr ie s  because of the g rea t re s is tan c e  
of unions. fac t, the philosophy of m anagem ent as to wages has 
changed com pletely  at the p re sen t  tim e from  what it was sev era l  
decades ago. The essence  of financial incentive sys tem s which were 
developed by industr ia l eng ineers was to tie wages to productiv ity  of 
w orkers  as much as poss ib le . On the other hand, it is the philosophy 
of managem ent at the p re sen t  time to tie wages to the general attendance 
of w o rk e rs ;  that i s ,  to the time spent on the job reg a rd le ss  of the 
w o rk e rs ' productiv ity . T herefo re , m ost m anagers of today do not 
accept and p rac t ic e  the wage philosophy of the c la ss ica l  school of
m anagem ent. Probably  this fundamental change in manageme 
approach toward wages is due to the changes in unions1 wage 
polic ies during the la s t  50 y e a rs .
C H A P T E R  DC
SUMMARY AND CONCLUSIONS
The field of personnel adm in istra tion  has been grea tly  influenced 
by two outstanding m ovem ents, that i s ,  the development of scientific 
m anagem ent and the development of industr ia l psychology. Both 
movem ents dealt with the prob lem  of efficiency, and each movement*s 
p r im a ry  purpose was to develop and contribute new techniques and 
methods to in c rease  the productiv ity  of w o rk e rs .  However, different 
approaches to the prob lem  w ere taken by the industria l engineers and 
industria l psychologists . The approach of the f i r s t  group involved an 
a ttem pt to inc rease  the productivity  of w orkers  through im provem ents 
in working methods and to re le a se  the motivating force of w orkers  by 
applying financial incentives. On the other hand, the psychologists 
attem pted to solve the same problem  on the assum ption that p roduc­
tivity  depends not only upon the capacity  of m ach ines, working m ethods, 
o r  high wages, but a lso  depends, and to a la rge  extent, on the efficiency 
and effective motivation of the w orker h im self.
Because many of the p rinc ip les  of industria l psychology a re  
based upon scientific m anagem ent p re m is e s ,  the author believes 
that these m ovem ents a re  supplemental to each other and that the 
industria l psychology movement was a na tu ra l expansion of the 
philosophy of scientific m anagem ent.
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THE IMPACT OF SCIENTIFIC MANAGEMENT ON 
PERSONNEL ADMINISTRATION PHILOSOPHY
P ersonne l adm in istra tion  is indebted to the p ioneer work of 
industria l engineers for a body of techniques which includes time and 
motion study, fo b  evaluation, financial incentive sy s tem s, and many 
o th e rs .  This e a r ly  school of m anagem ent laid the foundation for 
personnel adm in istra tion  by drawing attention to the scientific ap­
proach  toward the solution of labor problem s and by recognizing the 
need for specialized personnel functions.
However, th** d irec t  purpose of industria l engineers in applying 
scientific managem ent methods to industry  was not to ra is e  the standard 
of living of w o rk e rs ,  as they cla im ed, but to in c rease  p ro fits  for 
capital. Because im m ediate p ro fits  w ere  put f i r s t ,  the industria l 
engineer*s attention was drawn from  recognizing the g rea t im portance 
of intangible fac to rs  inherent in the productiv ity  of w o rk e rs . M ore­
o v er, they founded the ir  system s to a substantia l degree upon ce rta in  
questionable psychological p rinc ip les . Also, they w ere concerned with 
end re s u l ts ,  that is ,  increased  output and lowered co s ts . The m ost 
im portant devide for manipulation of w orker behavior was higher wages 
under p ie c e - ra te  sys tem s.
In general, the use of the te rm  "scientific m anagem ent" has been 
discontinued, and it se rv es  at the p resen t time only as an h is to rica l
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re fe ren c e .  Because of th is fact, the author chooses to re fe r  to the 
philosophy of scientific m anagem ent with the te rm  "c lass ica l school 
of m anagem ent. "
THE IMPACT OF INDUSTRIAL PSYCHOLOGY ON 
PERSONNEL ADMINISTRATION PHILOSOPHY
The philosophy of industria l psychology is that efficiency can 
be attained by giving consideration  to the well being of the human 
elem ent in industry . Industrial psychologists devoted m ost of their 
attention to giving w orkers  g rea te r  m ental and physical ease  at their 
work. Their p r im a ry  in te re s t  was the w o rk e r 's  satisfaction; p ro ­
ductivity cam e second.
One of the m ost im portant recen t contributions of psychology 
to personnel adm inistra tion  cam e as a re su lt  of extensive re se a rc h  
into techniques of attitude and opinion m easu rem en t. These techni­
ques a re  used in industria l re la tions to appra ise  the attitudes and 
m orale  of employees in o rd er  to d iscover the sources of workers* 
d issa tis fac tions . The knowledge of these sources enables m anage­
ment to take appropria te  steps before d issa tisfac tion  is built up to the 
point where it erupts into work stoppages, slowdowns, or other overt 
m anifestations of unres t.
FINDINGS
Scientific management and industria l psychology movements have
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caused  fundamental changes in the philosophy of personnel ad m in is ­
tra t io n , These changes have had a significant influence on m anage­
m en t 's  a ttitudes concerning unions. A lso, as  a consequence, m an­
ag em en t 's  thoughts in r e g a rd  to se lec tion , fatigue, and financial and 
non-financial incentives tame been m odified.
Although scientific  m anagem ent p ro m o te rs  c la im ed  that they 
recognized  the ex is tence  of unions, they ignored th e ir  r e p re s e n ta ­
tives by refusing  to m eet them  at the collective bargaining tab le . 
Scientific m an ag ers  believed that union in te re s ts  should be confined 
only to ac tiv ities  and functions in the re a lm  of the w elfare  of w o rk e rs .  
They denied unions the righ t to ba rga in  on wages o r  working conditions.
At the p re s e n t  t im e , the attitude of m anagem ent toward unions 
has changed. M anagement a g re e s  to m eet union re p re se n ta t iv e s ,  in  
some c a se s  asking to barga in  with them  on a ll labor p ro b lem s . This 
change in the attitude of m anagem ent toward unions has been a d irec t  
re s u l t  of the power which unions gained during the la s t  few decades.
The e sse n tia l  e lem ent of the philosophy of scientific  m anagem ent 
l ie s  in ca re fu l  se lec tion . However, n e ith e r  Taylor nor any of his 
colleagues pointed out what w ere  to be the scientific methods to be 
used in se lec ting  w o rk e rs .  Their objective was to e lim inate  the waste 
of the human e lem ent in industry , yet through the ir  selection  p ro c e ­
d u re s ,  which w ere  not scientific  but highly b iased , they in c reased  
w aste of efforts  to society .
The scientific  m anagem ent group t r ie d  to find the bes t  m an for
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the job. On the other hand, industria l psychologists help to find the 
best job for the m an. Although the two approaches have the same 
purpose of putting the right man in the right job, there  is  a g rea t 
difference in the approach used.
The application of in terview s and te s ts  to the personnel se lec ­
tion p rocedure  is  a m ajor contribution of the industria l psychologists . 
While these techniques a re  of only lim ited help to the personnel ad ­
ministrative in perform ing  his functions, they a re  considered an im ­
provem ent over the selection p ro cess  p rac ticed  by the scientific 
managem ent group.
Industrial engineers thought that w orker inefficiency was due 
p r im a r i ly  to physiological fatigue. On the co n tra ry , it was found that 
psychological fatigue is  of m ore  effect than physiological fatigue on 
the productivity  of w orkers  in industry . It should be em phasized that 
the work of industria l psychologists in this field is still  in its  em bry ­
onic stage. Their work deals la rge ly  with the theo re tica l distinction 
between physiological and psychological fa tigue . They have not yet 
developed a complete idea o r  an acceptable theory  as to the nature  of 
ch a rac te r is t ic ^  of psychological fatigue itse lf .
The p ro m o te rs  of scientific m anagem ent techniques assum ed 
that the worker*s sole rew ard  from  work was high wages, and that pay­
ment by itse lf  rep resen ted  the worker*s highest motive for working. 
T here fo re , a ll their incentive wage payments were cen tered  around
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the idea that the only incentive needed to m otivate  w o rk e rs  was a 
higher incom e.
The scientific  m anagem ent prom oters*  philosophy concerning 
wages was of g rea t success  during their  t im e s .  Their su ccess  was 
due to the fact that w o rk e rs  lacked both financial and non-financial 
incentives in the ea r ly  1900*s. During that time applying financial 
incentives alone had considerab le  effect on w o rk e rs 1 po ten tia lity . 
However, the same philosophy proved  to be inadequate to give the 
w o rk e rs  the g re a te s t  degree  of sa tis fac tion  in the ir  jo b s , especia lly  
a f te r  World War I.
During the la s t  30 y e a r s ,  labor has come into i ts  own; the 
dignity of the working man has a t last been recognized  and with this 
recognition  has come an attem pt on the p a r t  of m anagem ent to con­
s ider the em ployees as individuals with feelings and p ro b lem s of 
the ir  own. M oreover, workers* a ttitudes have changed since Taylor*s 
tim e . At the p re s e n t  t im e , w o rk e rs  need both financial and non- 
financial incen tives. These two types of incentives a re  of equal im ­
portance  as  m o tiva to rs  of em ployees, in the long run. How ever, in 
the short run the re la tiv e  im portance of the d ifferent m otivational 
fac to rs  d iffered  from  one tim e to another and depends upon the im ­
m ediate  needs of the individual as well a s  the genera l economic 
conditions of the industry  and of the country .
At the top of the l is t  of workers* wants a re  h igher wages and 
g re a te r  employm ent secu r ity .  Following these  two m otivational
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fac to rs  a re :  recognition, in te re s t ,  supervision, advancem ent, good 
working companions, good working conditions, good working hours , 
and benefits. It is not claim ed that these findings rep re se n t  the 
actual im portance of the wants of w o rk e rs . As a m atte r  of fact, it 
is m isleading to l is t  incentives in the o rd e r  of their im portance.
The p a rt icu la r  incentive, or incentives, motivating an individual 
within a group a re  so different that only sweeping generalizations 
can be made.
On the other hand, m anagem ent-level personnel still believe 
that w orkers want wages m ore than any other m otivational fac tor.
In this re sp ec t management philosophy has not changed from  that of 
the c la ss ica l  school of m anagem ent. Management a rranged  the m oti­
vational fac to rs  just mentioned in the following way: wages, in te re s t ,  
employment secu rity , advancem ent, good working conditions, good 
working companions, supervision, recognition, benefits , and good 
working hours.
The lack of co rre la tio n  between the opinions of managem ent and 
w orkers  concerning motivational fac to rs  indicates c lea r ly  that m anage­
m ent-level personnel do not give adequate consideration  o r  careful 
thought to the findings of w orkers  attitude su rveys. The re su lt  is 
continuous industria l un res t.  In genera l, the gap of d isagreem ent 
is wide, especially  between the rela tive  im portance of wages and em ­
ployment secu rity . Because of this difference in opinion, considerable
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em phasis has been given in this study to the im portance of wages 
and employment security  as motivational fac to rs .
There is a lso  considerable  difference between industria l 
engineers and p resen t day management concerning wages. While 
industria l engineers believed that wage paym ents should be tied to 
the productivity  of w o rk e rs ,  it is the philosophy of management at 
the p resen t time to tie wages to the attendance of w o rk e rs ,  r e g a rd ­
le s s  of the ir  productivity . T herefo re , management does not follow 
cu rren tly  the philosophy of scientific management in this re sp ec t.
The philosophy of some m anagem ent-level personnel has changed 
from  what it was in the ea r ly  years  of th is century . Guaranteed annual 
wage plans put an ind irec t responsib ility  on management to provide 
w orkers  with steady employment. This responsib ility  was not volun­
ta r i ly  accepted by m anagem ent before the advent of such p ro g ram s . 
However, the number of f i rm s  maintaining a form  of employment 
security  to their  employees is s t i ll  sm all.
CONCLUSIONS
The problem  of industria l un res t is of concern  to m anagem ent, 
w orkers , and society as a whole. T herefore , the function of p e r ­
sonnel adm in istra tion  should be d irec ted  to develop techniques, p ro ­
ced u res , and po lic ies which a re  in agreem ent with the objectives of 
capita l owners and at the same time reduce inefficiency a ris ing  from  
employee d issa tisfac tion . Nc problem  is g rea te r  or m ore urgent than
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that of establishing sound, cooperative relations between w orkers 
and m anagement.
One a re a  of personnel adm in istra tion  seeks to reduce lab o r-  
m anagem ent tension through the use of m orale  surveys among 
w orkers . Morale has never been m ore  im portant in industry  than 
it is today. The use of m orale  surveys elim inates many causes of 
m isunderstanding between w orkers and managem ent.
Industrial psychologists and sociologists have made co n s id er­
able contributions toward increas ing  productive efficiency. However, 
their p ro g re s s  in providing w orkers  with high satisfaction with their 
work has been slow. As yet the social sciences contributions toward 
eliminating the causes  of human inefficiency aris ing  from employee 
d issa tisfac tion  is sm all.
Of p a rt icu la r  im portance in the motivational problem  is the 
ro le  of both management and unions in predicting  the significance and 
im portance of the media through which workers* basic m otives, w ants, 
and needs a re  sa tisfied . Attitude surveys and studies d iscussed  in 
e a r l ie r  chap ters  support the view that management has b e tte r  under­
standing of workers* motivational fac to rs  than unions have.
There a re  indications that w orkers  look p r im a r i ly  to m anage­
ment for the sa tisfaction of their needs. This is due to the fact that 
levels of employee m otivation  a re  la rge ly  determ ined by the extent 
to which such needs a re  recognized by management in their polic ies
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and p rac t ic e s .  Probably  the m ajor difficulty facing management 
today is that of satisfying w orkers  and at the same time meeting its  
responsibility  to other groups of socie ty--groups such as owners of 
capita l, suppliers of raw m a te r ia ls ,  buyers of the products , and the 
community in which the organization existB. It is possib le  for m anage­
m ent to satisfy all these groups because there  is no inherent conflict 
between their wants. In fact when w orkers  a re  satisfied with their 
jobs management finds it e a s ie r  to satisfy the needs of other groups 
in society. A satisfied w orkers  means high productivity and better 
quality of production, which m eans lower co s ts ,  lower p r ic e s ,  and 
at the same time higher p ro fits .
Motivational fac to rs  m ust be given maximum attention when 
setting incentive p lans. Since " fa ir"  wages and high employment 
security  a re  two of the m ost im portant motivational fac tors w orkers 
look for at the p resen t tim e, management should d irec t its  attention 
p r im a r i ly  to providing w orkers  with those two fac to rs . However, 
management should not neglect the other m orale  fac to rs; management 
should give them adequate consideration in formulating personnel 
po lic ies .
More intensive surveys should be conducted among w orkers  to 
lea rn  their  opinions, and management should adjust its  philosophy coa* 
cerning personnel adm inistration  in keeping with these opinions, if 
possib le . However, the m anagers m ust not abrogate their rights to 
manage the concern. Because workers* attitudes toward motivational
211
fac to rs  a re  changeable from  one time to another, it is  n e c e ssa ry  to 
conduct periodic surveys to keep posted on their  changing opinions. 
F inally , neither financial nor non-financial incentives a re  suf­
ficient within them selves to achieve optimum re su lts  in the way of 
bringing about high m orale  and harm onious labor re la tions . The 
problem  is not one of supplying economic or non-economic incentives, 
but it is  one of determining specifically  how to fit incentives effectively 
into an o v e r-a l l  personnel p rog ram  in o rd er  to produce the g rea tes t  
degree of sustained effort on the p a rt  of em ployees. This, in tu rn , 
should lead to the g rea te s t  degree of satisfaction on the p a r t  of the 
w o rk e rs , the g rea tes t  p rofits  for the owner of the b u s in ess ,  and the 
g rea tes t  good for the community and society.
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